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Preface

This study is an attempt to contribute to the understanding of the
library occupation (i.e., the individuals in it) and its capacity to
accommodate to several pervasive changes now confronting the field, in-
cluding moves toward professionalization and unionization, a reorienta-
tion of its service role toward working-class clients, and perhaps most
critical, preparing iiself for computer-inspired automation and attend-
ing reconceptualizations of the character of librarianship, its traci-
tional role, and the very form of the materials with which {t works.

At the same time, the study attempts to cnhance our understanding
of social and technical change through an analysis of the members of a
specific occupation, f.c., librarfanship. A bench-mark assumption is
that the process of tcchnical change, like economic development, is
perhaps mainly a function of (or is mediated by) individual-
psychological determinants, Cu'tural values are obviously decisive,
but in a "labour-intensive” crast such as librarianship, furctioning in
a highly developed society, the training and norms of {ts members seem
to be the most critical elecment in shaping its eccommodation to exoge-
nous technological forces, such as the new systems concepts and the au-
tomation now impinging upon the field,

Certain research-based forrulations from the literature of econom-
fc development are therefore used to provide a theoretical frameswork
for interpreting data gained from questionraires dircctly administered
during 1968-70 to 1,110 librarfans and clericals (the latter are some-
times called sub-proiessionals or technical assistants) in 36 Amerfcan
and Canadian libraries of three kinds, university, public, and special,
in four metropolitan arcas, Atlanta, Boston, San Francisco, and Toron-
to.

Formulations from the work of Everett Hagen and David McClelland
scem most useful for our purpose, including the well-known {dea of
"achicevenent need" and the eoncept of model "innovative'" and "authori-
tarian" personalities. Some cf th2 normative and behavioural charac-
teristics irputed to tnese types were used to analyze the secial and
educational backgrounds, educatfion, job experience, and the occupation-
al values of administrators, librarfans, and clericals within the secv-
eral tvpes and regions of libraries in an attempt to diffetentiate
their "accommodation potential.' Since many of the variables associat-
ed with innovation ave very similar to those subsumed under the rubric
of "professional,” c.g., Yuniversalism' or the use of objective bases
of role sclection and performance, the question of professionalization
in the library ficld became a central concern. ‘''Burcaucratization"
censtitutes a simflar feocus, for similar reasons, although here the
question is corplicated by the fact that burcaucracy has both positive
and negative effects insofar as innovation and universalism are con-
cerned. On the positive side, bureaucracy tends to encourage speciali-
zation, detachment, and oltrectivity, all of which are characteristic of
professional behaviour. On the other hand, certain bureaucratic norms
and procedures are professicnally inapposite, in that they tend to
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substitute external, hierarchical means of supervision for the inter-
nalized norms of performance often found in professional milieux,
Meanwhile, burcavcracy tends to encourage the displacement of values,
since occupational rewards arc u-ually achieved bty abandoning one's
disciplinary or craft orientation to assume an administrvative role.

Various other social science constructs arc used to interpret our
attitudinal and behavioural data. These include Max Weber's concepts
or burcaucracy, authority, and legitimacy; Robert Merton's formulations
regarding "localism" and "cosmoposlitanism," which have direct implica-
tions for professionalization; as well as some of my own conceptions
regarding anxiety and authorfity relations in burcaucratic scttings,

Such an analytical cast informs our attempt to place the particu-
lar experience of the library occupation in the larger context of
social-technological change and occupational response. Obviously,
every occupation and perhaps cvery new technological thrust is to some
extent atypifcal, yet at another level, to which social science neces-
sarily aspires, such phenomena are part of a larger, generalizable
reality. Such a perspective, disciplined by relevant empirical data
can, Lopefully, encble us to build social and organizitional theorics
of cver-increasing generality, My hope is that this study makes some
contribution to that end, while at the same time proving uscful to men
and women in the library {ield whose interests, quite naturally,bave a
more pragmatic orientaticn.

iv
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Chapter 1

Theoreticel Framework: Social Change and
Organjzational Accommodation

The conventional iibrary field is faced with several new chal-
lenges. On the one hand, a vast expansion in the volume and rate of
acquisition of knowlcdge has occurred, whereby the accurulated store of
knowledge roughly doubles every decade., Merely in terms of sheer
volume, an unpreccdented physical and organizational preblem of captur-
ing, storing and xctrievirg this mass of information {s emerging.
Tradit{onal assumptions and the attending organizational systems of
librarics are teing placed under considerable strain. The present
study is an attempt to isolate some of the dimensions of these changes,
In a broader context, I shall attempt to f{llumine the general problem
of socio-technological change and organizational and personal accem-
modation to {t,

A related bhut discrele preblon involves che emergence of new
technical means of producing infermation and of presenting {t in new
torms. Thus, fn addition to the incrcased volume and accelerated rate
of production of information, librarics arc faced with the problem of
fntepgrating new tochnical mechanisms fn to their existing apparatus.
Although our rescarch suggests that the operatfonal {mpact of this
change is sorewhat less extensive than assumed, a change of both sub-
stance and degrec for much of the library ficld is clearly emcrging.
Contemporarv library oxganizat {on and the skilis now required to carry
out the work have probably entered upon the process of becoming
chsoletce,

Similar developments arce apparent in other occupational arcas and
both the dislocations and the solutions experienced clsewhere seen
rclevant to the fiecld of librarianship., Experience in these areas
sugrests that technical {ntovation and its painful by-products arc
usually cushioned by very gradual introduction and by special dispensa-
tions, often worked «ac between unions and management, which insure
that (mployces are pr.tected against sudden displacement and status
loss. - Librarianship will probably have a similar experience.

Other emerging forces arc pressing upon the conventional library.
I'erhaps as part of a world-wide demand for revolutionary change in
traditicnal avthority and status relations, some librarians and cleri-
cals are tnrning to vnfopization as a way of upgrading their working
conditions, ard cxpanding their participation in larger policy deci-
sfons affcctine the vele of the library, We are not directly concerned
with tids development, except fnsofar as it contributes to the present
iatcr sitv of social change in this field.

A related dcveleprent is the concorn to shift the focus of library
scrvice from niddle-class clients to less advantaged segments of
society. Here again, and despite the broad irmplications of this
thrust, we ore concerned —afinly with {ts diffused tmpact upen the
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library field, rather tl vy its detailed influence upon library

perspectives and service: ¥ om a sociolopgical point of view, it is
moot whether so-called lc ‘lass members of socinty will widclg
utilize the resources of .o :ibrary, for many culturai recasens.® Ccr-

tainly some resocializatic vill be required, whatever the good inten-
tions of those who determine library pelicy.

A final problem of what different order in point of continu-
ity and tensfon is proi-  tization. This aspcet of the libravy
f{eld pets to the heart he manpower question and the capacity of
the field to react to ' - -sencous farces just outlined. Burcaucracy
and professionalizotior '{irectly related, and in several ways they
arc inapposite conditi. theiv basic significence for change may be
briefly stated at this ‘nt: Whercas change may be imposed upon a
burcaucracy from outsi i t 15 usually characteristic of professions
{(which do not cypically - = tion in a burecaucratic sctting) to produce
their own kunowledge an nlement their own changes, internally, as
it were.

This study, in effc . is concerned with a common problem of our
tire, social and technol.  al c¢hange and its human and organizational
consequences,  The 1litra:x “old provides a nice case study of this
problem, in part becau:c i+ a "labour intensive’” technology, which
weans that the fndividie-: . -hological element in the social change
cquation becomes especiall ignificant. Social change is usaally
conceived of as a result + interaction becteen enltural factors and
fndividual (psychologicai) predisposition. We shall focus mainly on
the "human” side of this “so by asking, in effect, what ia the
accommodat ion_potential t » work t.rce in sclected North American
libraries. Such an in ocegsarily begins with an analysis of
anisting organizationa vork arrangements, and of the people who
activate them. We sh censider tensions in the relationships
between librarians aud - wark cnvironment brought about by changes
fn technolopy. A najet tion thus becomes, "Haw are libracians,
administratore and ¢! ¢ ‘ployees accommedating to these changes?"
From a functional poi view, we pust also ask, "How canable are
librarians, both in t .. iraining and personal orrentatien of
rmeeting such emerging derands! Given the usual time lag, especially

in orpanizaticons and preceeses with a hich labour component, between
inanvatinon and its instrurentation, we shall also ask, "To what extent
is there an awarcness arong librarians of the emerging changes and
attending demands in their ficlu?" Ove suspects that a broad continuunm
of awarencss will be found, ranginz from an acute sensitivity datong
certain specfal librarfes in defense induslries and goverarent to a
rather tenuous intufticn of change in sorm public and uvnlversity
tidbraries. Our data will give us precisc answers to such questions,

fn all these varying states of awarcness, the usual Jynandfcs of
socfal and organizational change will ne doubt persist, including the
rervasive impact of the bencn-mark volues of tive survounding cultural
cavironment, which may honcur technotegical fyvnovation, resist {t, or
he pgenerally ambivalent about {ts desfrabtlity., Within Nerth Arcrica
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along both c¢cross-cultural and regional axes, one would expect to find
cvidence of such differesr2s. Within any given library, morcover, a
range of individual preferences and capabilities for innovation will
probably cxist and provi'e, perhaps, the decisive limiting condition
within which administrators (vho are themselves similarly variable)
must define and attempt tv reconcile new demands upon their organiza-
tions., Such an orientation means chat wve shall be concerned with the
skills, attitudes, prestige, sccurity, and professional expectations
of libraries and their administrative leaders. We are assuming at
the moment that administrators will tend, on the whole, to be more
receptive to technological innovation, But this again {s an empirical
question, some answers to which will be found in our data., TIndced,
this entire chapter should be viewed essentially as a statement of
hypotheses nr tentative propositions which will be tested in the re-
mainder of the book.

It seems that the library fiecld is bound to experience an unusual
depree of technological and organizational change in the near future,
defined roughtly as the next two decades. Perhaps the basic reason is
that its major functicns of ordering, storing, and (to a lesser extent)
retricving information scen to lend themselves particularly well to
automation, Not only are vast numbers of books, journals, and related
torms of information iuvelved, but the means of cataloguing, processing,
and allocating them are highly renetitive and standardized. A comput-
crized bibliographical system, once designed, can persist almost in-
definitely, absorbing modifications as these occur without changing its
hasic structure and assumptions. Again, a computerized book control
system operated from a central library can serve its brances without
such reorganization of the basic system. A sccond reason is that
autoration will, to sone extent, force standardization (of biblio-
vraphic scarch criteria, for example) upen the information field, as an
cperational necesgity to maxinmize its service potential, even though
gome flexibility will be sacrificed in the process.

Tor suci reasons, libraries and libravians are probably subject to
computer-inspired ‘inncvaticons to a greater degree thanthe other ele-
ments of the acadeamic-literary-reader world of which they are a part.
this condition supgests, perliaps, why librariansoip is sometimes called
a sab-profession, for despite the indispensahility of the materials
with which they deal, librarians are in soie measurc essentially the
custodians or such informational treasurcs. They neither create nor do
they modify these vital materials in anv intrinsic way. 1If this were
nol the case, Jibrarians and their workplace would probably be less
vurnerable te the new iulormation technologies.,

Leyona tnir is the potential degree of role displacement which
feems to be disrupting well-cooablished snd comfortable modes of work
and thought in the Iibracy ficld, 'This potential may be scen in
reveral areas.  Certaiunly, the role of the bibliographer becomes pre-
carious as the laborious task of humuan title searching is superscded by
comput2r-driven modes of scarch and selection. 7The organizing intel-
ligence of the subject-ratcer specialist may remoin uatouched, in any

3
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negative sense, but the manpower requirements for this service will
probably be dramatically scaled down. The skill demands of the role
arc ipr dange, it scems, of being somewhat down-graded, Once the
initiai sclection criteria for materials become operative, their role
becomes less one of critical interpretation of a client's needs, fol-
lowed by imaginative search behaviour, than one of activating the
poised system. Even though the introduction of these conditions has
not proceeded very far, the spread of technological innovation in this
society is usually relatively swift and we may assume that such changes
will soon be fairly widespread.® Meanwhile, the appreciation of their
emergence and potential effects may be creating some uncertainty,
occasionally attended by a mild Luddite effect, among librarians.

On the whote, the situation would secem to tend toward the same
manpower trend scen in many arecas: greater demands for highly skilled
specialists and less neced for clerical and less-skilled types of people.
Since the majority of library staff is made up of the latter groups,
we may see a significant change in the rather unusual historical employ-
ment situation in libraries vhere a low-skilled, largely fem.le, tempo-
rary, and occupationally uncommitited work force yar outnumbers the
librarian group. Tt should be noted cthat the ecasing of the anomalous
and technically disadvantageous conditinn has some positive implica-
tions for librarianship as a carcer. !

These emerging changes and their human consequences will result in
new conditions of participation for librarians. Not only in terms of
skill demands, but alse regarding cxisting authority and status rela-
tionships within the work-place. The possibility of displacement, or
at least, some downgrading of one's skills has inspired some anxiety
among those in the field. TLibrary schools are concerned about the
relevance and effectiveness of their subjeet matter. Meanwhile, tu
the extent that the new technologies remain a myvstery, ard since one
fears the unknown, it may be assumed that some anxiety chavacterizes
those in the fiecld. Our assumption is that such anxicty will be mani-
fested mainly iu the choracter of authority relations and expectations
existing in libravies. Here apain, it should be said, we are merely
stating a hypothesis *hac -7i1l he tested in the following aralysis.

The personal capacity to accommodate to change is thus a reclated
dimension of the problem and, here again, ccrtain social science con-
cepts are available as tools of analysis. Obscrvers have argued that
selected personality attributes ave linked to both the initiation of,
and the acvommodation to, change. So-called "authoritarian types' have
been found to be less capable than others of initiating and accepting
change. The difficulty of economic progress in poorer countries has,

*Insofar as the rate of technological innevatior is nourished by the
desire to avoid high labour costs, it may be that the changes we are
speaking of will cccur rather wmore slowly than assumed, since this in-
centive is somewhat less compelling in the poorly-paid library field.

4
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for erample, been attributed to the modal authoritarian personality
structure found in such societies.3 Again, the characteristics of
"innovative" personalities have been analy:ed and contrasted with
status-quo oriented types., In organizations, the reclationships be-
tween personality and the acceptance of rhange and diversity, mobility,
and attitudes toward authority have also been studied,

This general context of technological change, the attending ambiv-
alence among those affected by it, and resulting personal and organiza-
tional forms of adaptation provide the broad framework for this study.
The challenges now facing the library field can, it scems, be usefully
conceptualized as a special instance of the general problem of social
change. Such an enalytical perspective permits us to define and treat
the problem in terwms of constructs and theories which have proved their
utility in related {icids. While the library occupation is pvcbably
unique in some ways, our understanding of it should be increased by
such o comparative framework, At the surme time, this framework will
wake our analysis relevant for the general field of organizational
behavicur.

e pheaonenon ol social change is one that ultimately confronts
most occupations having discrete goals, long-established rules and
procedures, and attending carecr and normative sunk-costs. As noted
ecarlier, several of the constructs used in conceptualizing social
change and cconomic development in poor countries apply to this prcblem.
Although their pervasiveness and impact differ sharply across time and
space, tne social and organizational barriers that inhibit eccnomic
development in such societies may also be seen in the library and infor-
wation field., The very concept of "modernization," {for examvple, seens
ro apply quite dirccetly to the problem of the traditional library
atteapting to change its structure and procedures by the introduction

oL system coneepts., Lhe coustellacion of social values and institu-
trons that make cunange zo JdJifficult in some parts of the world is often
callied "traditionatisw.” Traditionulism, however, defined as a mental

sct, parvades most menbers of most organizations everywhere. Man longs
for scitled relations ips and change usually threatens comfortable ways
ol thought and bebhaviour.

Prevailioy concepcions ot time have also been useful in explaining
the conditions of change in poorer societies. The definition of time
as a plentiful resvurce may flead to a lack of urgency regarding change.
The leisurely concepcion of time and the pervasive resistance Lo work
peasurement and systemdalic administration characterizing some library
milicux may also inhitit chie thrust of change inspired by motives of
speed and efficicney,

Nor does the huemonistic, literary clhos of wmost librarians lend
itsoli well to either the understanding or the introduction of scien-
tific apparacus. ft is perbaps symptomatic thiat whereas you and I
still use the texrm “"likiary," systems engineers, the carriers of the
new technological dewi-uvrge, call it an "information service system."
An exotic new languapc appears, repiete with unfariliar symbols: "real

5



time," "batching," "retricval," "multiplexor," "digital simulation,"
"Bradford's law," ctc. While T may be too much influeuced by long
association with university librarians, it does seem that many individ-
uals who enter the library field love books and the inteilectual arts
they symbolize.5 Sceing themsclves as scholars, they bave come to
share scholarly values of independence, idiosyncracy, and frecdom from
constraints of time and organization. In this casual, genteel world,
computers and systems concepts may be resisted as alien intruders,
signalizing the decline of the book as the honoured symbol of knowledge.
Surely, too, the fact that librarianship is in soume measure a women's
field ¢nhances the humanist ethic, and may be arong the conditions
affecting change. Certainly, as will be shown, this feminine quality
has most compelling implications for the occupation's aspirations for
professional status, which is itself directly tied to the question of
automation and the kinds of accommodation that librarians can work out
with it.

Vested status valurs and aspirations become precaricus as technol-
ogy changes. The appreciation that one's craft and knowledge can be
superseded by an impersonal machine is bound to be discenchanting. Pro-
fessions, as we know, are built upon a monopoly of secret and esoleric
knowledge, with attending demands for considerable sclf-consciousncss
and carcer comaitrient., The sensitive application of such knowledge n
variable situations demands the wisdom and judgment of the journeyman,
Yet, technical innovation in the library field rests largely upon the
assumption that such qualities can be programmed for standardized
application. Thus a goal move or less widely held by librarians, pro-
fessionelization and its psychic incomes, may seem remote as the fund
of conventional library knowledge nust be shared with outsiders pos-
sessing conceptual systems and electronic devices that threaten its
verv existence. In effect, not only the librarian's partial monopoly
of a discrete body of knowledge, but also the very content of such
knowledge bscomes contingent, At the very least, some uncertainty rc-
garding the relevance of one's occupavional armour must follow.

Tecimical change, meanwhile, brings @ change in authority struc-
ture and its divideunds/ Authority centered in hierarchical roles may
become merely symholic, us practitioners of the new science change the
conditions of participation and the currency of prestige. A quite
statural human resistance to the impairment of hard-won hierarchical
status and influcence may follow as the common burecaucratic phenomenon
occurs: The displacement of traditional and charismatic-based authority
by new bases of legitimation. As Max Weber shows, this "routinization
or charisma," the tendency for authority basced unon tradition and per-
sonality o Dbc replaced by legal-rational skills, has been a relentiess
process in Westerrn, capitalist society., UHEnclaves of traditionalism
may blunt its thrust, as seen in certain religious orders and, in the
secular arewa, awong certain profesiions which retain snachronistic
norms and forms. Dut technology tends evevywhere to stamp out these
residues, and especially so in contemporarv North America. The going modi-
fication of library methods may be conceptualized as an instance of
this secular erosion of traditional processes and values by cmerping
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technologies in the world arena,

Some analysts of change, especfally in the area of economic devel-
opment, have used psychological constructs to explain differential
capabilities to adapt to change. Here again, we have concepts which
may prove useful in understanding change in the library field. A so-
called "entreprencyrial” type has been found essential to optimal
economic progress. 1its creative acceptance is attributed to a "per-
missive" personality structure, said to be characteristic of highly
developed Western societies. Risk-taking, rationality, and achievement-
orientation are amony the traits attributed to this type. According to
David MeClelland, a psychelogical disposition, the '"need for achieve-
ment'" is a crucial element in economic development, particularly with
respect to entrepreneurial types who inspire change. Individuals who
find the entrepreneurial rele attractive tend to have personality
characteristics which enable them to perform well under “conditions of
nodeyvate uncertainty'; they are highly comuitted to their work, like
new ways of doing things, and are inspired by the opportunity for per-
sonal achievewsent through their work., Such types would make "poor
burcauccatrs,” vet they also need conerete fecdback on how well they are
doing,

I'he symbiotic relationship between personality and social change
in the context of cconnmic duvelopment is similarly emphasized by
Fveratt Hagen, whe contrasts "authoritarian'” and "iunovational" types
in, respectively, traditional and modern societies. Innovators are
zaid to be the producc of “amilies which have lost z previously honoured
status in society. Briefly such deprivation results in alienation
from traditional values and thus prepares tne way for change. Those
who suffre such status losses provide the impetus for breaking the
static motd of ancient socicfties, an impetus that "may push through the
toughest crust of social controls and set the society on new courses.”
“Innovation," in turn, is defined as "organizing reality into relation-
ships ocmoodying new nental or aesthetic concepts. . . ."  An e¢ssential
requicement is "creat-vity," which Poincare saw as the "capacity to be
sarprised," Lo noce ti t 'sone aspect of an everyday phenomenon differs
from the exnected and to appreciate the significance of the difference."
Here again, comuitment is stressed, since innovative types apparently
"{feel a personal vesvonsibility to transform the world." Fairly heavy
anxziety Joadings are also characteristic of innovative personalities;
the world may boe perceived as threatening, a condition which can only
be cased by intense activity. TIndividuals possessing such qualities
ter:d to appeir rore frequently in developed socicties in which rational
exnlanations of sociat and natural ohenowmena are stressed. In contrast,
it iz avgued, the soxlil context of pooree countries praduces a large
srooarlinn of individuals posscssing valucs iniappossite to change. Their
ancertaia cconamic growih is linked »ith a modal “authoritarian" charac-
ter structare typically tonad in <uach societies. Thez patterns of
socialization associated with this tvpe include repressiQe child-raising
norms which tend to produce adults whose needs and preferences stress
conformity and an uncritical deference to the authority of tradition and
hierarchy. Authoritarianism as a gencralized reaction seems to occur
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when cne's conception of the world around him includes the idea that
cvents are idiosyncratic, unrclated to any ordered system or rational
explanation, and, as a consequence, that one has little control over
his environment, In Hagen's words, the world is seen ''as arbitrary,
capricious, not amenable to analysis, as consisting of an agglomeration
of phenemena not related by a cause and effect network." Such percep-
tions, which tend to exist in so-called traditional socicties, have
pervasive social consequences, Gunnar Myrdal has shown how rigidities
of social class, time-honoured beliefs, and inapposite educational
orientations have effectively preventced cconomic development in many
parts of the world.’ Such cultural residues, mediated by the modal
personality types produced by them, constitute formidable barriers to
inmmovation {in exotic cultures of the world,

Although such extreme conditions arc much less common in North
America, such theories of social chaage remain useful across time and
space. Whatever the differcnces in degree which characterize given
gocicties, the similarity of human and organizational respense to the
unfamiliar has been empirically demonstrated beyond question, TIntel-
lectual, artistic, and organizationral Luddites appear in cvery age, In
the West, the cabotape of techanlogzy through patent controls and finan-
Foatherhcdd{ﬁgmﬁy unions, ircloding virvtually every area of work, rc-
mains commaon., As recently as World Waor 11, we were assuved by certified
experts that aircraft could ncver sink a battleship. The French Tmpres-
sionist school was received with ridicule by contemporary Parisian
cognescenti. And currently technology, rather than its abuse, is held
responsibile for all our ills,

It is in some such context that these formulations of social and
technical change will be used in an attempt to determine whether certain
structural properties of library organization aud certain personal
characteristics of those who enter the library field afiect its capac-
ity to adapt productivity to the changes neu confroating it, If organi-
zational authority is highly structared, and centralized to the extent
that participition is stifled and new ideas have difficulty in penetrat-
ing the systeom, we may e able to predict sowething about thae probabil-
ity of successful adaptac on to change, 1f administratoers, who largely
control the allocation and direction of library resources, romain un-
avarc of or resistant to the innovationus now pressing upon the field,
we may have found a similar indicator., 1f needs for order, predictabil-
ity, and conformity ave disproportionally high among those in the field
{compared, for example, with tnosc in similar burcaucratic occupations),
ve may have found yet another explanatory variuble. Cortainly, history
suggests that wise elites anticipate change and nccommodate in ways that
enable them, to seme extent, to channel it in desired paths.

From a rather differeat vantapge poeint, an important condiltion
affecting chauge is the extent to which an occupotional groun maintains
control over a body of discrete knowledge and the roles in which such
knowledge is applied. (Professions, of course, have several other
characteristicg, but these must be set aside at the moment.) When suct
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control is firmly within a group's hands, when, in effect, it is pro-
fessionzlized, it enjoys considerable discretion in either resisting
or incorporating technical innovation, and in shaping atteuding re-
definitions of its functional role and the organizational structure in
which it is carried out. FEmpirical data from the library field and
from similar occupations, confronted by similar problems, will enable
us to test these propositions.

In a basic sensc, the fundamental question in social change is one
of cultural lag, the time-lhonoured difficulty of the human mind to
adapt to altered social and technological conditions. (To some extent,
North America seems to sufier from a usual degree of technical elas-
ticity aggravated by considerable social or rormative inelasticity.)

In part, this lag is a function of vested normative preferences;

change, in effect, threatens cherished perscnal values and norms of
conduct. At bottom, of course, change of any kind often proves un-
settling, rogardiess of its coucequences for the individual. In the
library ficld, the relevant implication may be that humanistic prefer-
ences encourage a generalizad ambivalence regarding efficiency, science,
and dispatch.

At anorher level, vested occupational skills and structures are 1
zermane. Bureaucracy and techaology, by definition, tend to subordinate
individual tkills and z2utonnmy,  7They may be scen (as indeed they are,
in certain contexts) as a threat to professionalism., Hisvorically, the
knnledee and comaitment fovimerlv residing in a highly-trained prac-
titioner, ceriified, discinlined and supported by a powerful guild, has
often beew superseded by mechinical or organizational innovation, Un-
Aerstandubly. no oue welcanmes technological obsnlescence and disruptive
charges in the struature and functien of an ocrupation in which he has
axtonsive conmitponts, I marely individoeal terms, resistance to inno-
vition on these grounds is nerhaps envirely rational,

However, in larper teéoms of occcupational status and growth, such
resistance tends to b ve dysfunctiopal conscguences, As new needs
cmerge, «nd ne crdated by new technolepgics, most occupations seem to
have 1itrle croivce as to the outcome. They may present a remarkable
resistance, 15 in the case of the medical nrofassion with respect to
aroup nractice and governument-sponsored insurance programs, But social
and techrical impecatives uzuailly seen to win out. For any given
gecupation, the vesult of proleaged resistance may he to forfeit its
control of bothh job and workplace to cmerping skill groups., A less
drastic alternstive is to share coatrol with such groups, but the
ontimal solucion may be to grasp the opportuniries which come along

o=

wich the dislocations of technical chanse.

These straregies of survival scen divectly relevant to the library
tield, It is foeced with an unprecedented change {0 the conditions of
participation., 1t has several alternatives which (t might follow,
Theoreticully, it could choose to abandon the strupgle to redefine the
field to meet crerping conditions. As Cavlese Cuandra has put it:
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It 1is In no way necessary or inevitable that librarians
shift the balance of their holdings and services to include
microforms, digital information, videotapes, holograms and
other trappings of advanced technology. It is not necessary
that libraries shift their concept of operations from circu-
lation toward outright distribution. It is not neces:arv that
libraries invest in computers and other paraphernalia to
provide users with a higher order of access to reference
materials., It is not necessary that libraries become elements
of net-works for the raised identification and provision of
material to users, regardless of geographical location,

However, these functions are going to take place and
if the library does not bring them about, some other type
cf agency will. That agency will then occupy the central
role inthe information business - the role tlat was once
occupied by the library.%

Perhaps the optimal response is clear cnough, Certainly,; the
library field has a vital role to play in the emcrping information
arenc,  Technolopy, after all, is an incfrumental process, and clearly
not an end in itseli. Just as methodological skills in the social
sciences must be directed toward substantively relevant questions, so
the use of technology in libraries must be similacrly informed by those
who know the field.”? This judgment scems to apply in both the narrow
sense of how automation can be harnessc! to the library's service tasks,
and to the larger cuesticn of the ultimate goals of the field.

This critical »olicy issue supgests again why we have sct our
research in the coutext of sccio-technical change and the capacity of
iibravians to respond to it. Sinee the ultimate response is primarily,
although of course not exclusively, a function of the structure of the
work-place and the values of those io it, wo will focus unon these
guestiouns. begivning in the next chapter with an analysis of organiza-
tional structure in the library field, Beforve this is done, however,
it scems useful to outld - im a byici and general way the kinds of
tcechnological changze now cocurviag in the field.

Patterns of Tunncvation

It is difficvlt to goneralize about the present state of technical
inaovalion in conventional libravies, 7The initial impression of an
outsider, based on the rash of journal articles announcing onc or an-
other "firsts," is thar the rate of innevation is swift indeed. Yet,
further thought and scrutiny suggest that dramatic changes are occurring
in only a relatively foew ‘nstitutions, wmost of which e¢njoy cxceptional
local finavnial resources and access to foundation or federal grants,
And even in these institutions system changes are almost always picce-
meal and partial. As with cumputer use generally, programmes arc often
unavailable or they are not e1sily adoptable to the specific tasks de-
sired. Thus some systems arind to a halt for the ironic reason that
computer time is rore easily availahle than programmers. bespite such
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reservations, there is probably a widespread awareness of the vast
potential of automation among librarians, and certainly many directors
scem to be thinking about its implications for their own organizations.

In this context, we turn to a bricf revicw of illustrative techno-
logical imnovatiors. "Technology" here refers only to the implementa-
tion of new ways of carrying out traditional library functions, We arc
not concerned with the larger question of technological change in
society generally, whereby libraries arc being required to add whole new
substantive areas of scientific inforamation to their holdings and to
service new kinds of users. Such developments arc obviously critical,
hut in the immediate context we are corcerned only with the kinds of
techinology that cnable the library to handle its internal operations
more swiftriy and accurately, with a mind to improving service to its
clientele. MHere, our emphasis is mainiv on traditional public and
imiversity libraries, with only occasional reference to the 12,000
{1966) special librarics and information ceutres now affiliated with
ausinesy, the defevce ivdustry and, less frequeontly, with universities
wmd crlloges, and which Hvobebly form the prototlype of the mechanized
ibrary of the feture.*” This {s because such organizations seem
atypical, 1n terws of resources aud state of technological advance.

It seems iuvportant to say initially that computers have only
existed for atout 15 years, which miy account for what scems to be a
Fairly substantial gap betvecen currently available technological sys-
terwy and their operatjonalization in the library context. Some of thesc
wyotons appear to be casily adaptable to library nise, but they often
aove built-in problems vhich linit their present effcectiveness., As
Jrederich Rilgour coneludes, “computer systems have two major short-
comings, 1) high expense, and 2) a predisposition to fajilure."!l And
erotier expert, Ritvars DBregeis,save, Yconcerning computer use in
tibrarices, nething is caay and nothing is cheap."lz Such consequences
are probabiy tomporary, set in the short run they will inhibit techno-
Togical implemcntation in the fiold, One exemple is the vast computer
discs now availabile, 11 whicih literally millions of charactars can be
stored in au ordercd fashicon., Such a potent.ally useful technology
however, 2as a4 built-in retricvel prublem, brought abent ia part by the
very magnitude of information steorced, as well as Ly tlo nature of user
denan’s. Lecavase cach sogrest s nsuy pavamecers, tihe soirching device
aest vliven scan as maav 1 106G discrote categories of information, a
coidition which also retlects the limitations of any index., The com-
aoter st as a resclt. spend considerable more tine than expected
trocing throuph the various categorics. Falarsing the scope of the
fudes iy one obvious altermative, bt this brings disadvantages in the
time required to handi- ecacli requent.,

Aaother dramtic fnpovracion yossessing sivdlar dysfunctions is
apparenmy in the microfliln storage evea.,  Five hundred-te-one reduction
ratios now rike it possible Lo cornpress a hugs book onto a two-by-two
chip., Potentially, at least, this makes it possible to storc an entire
Ibrary in a shee-box, Vet the Vilhrarice wary £9nd i1 very difficult to

fully use this innovatica, dgaia vaialy because of the difficulty of

i1
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cataloguing and retrieving information stored in such a highly com-
pressed and divergent form. Moreover, as shown laer, the costs of
maintaining and storing information on tape are app..cently vastly more
cxpensive than doing sn in bookforim, assuming thac «"e books are al-
ready on hand,

Although I have only random evidence secured through discussions
with knowledgeable people aud a look at the literature, it scems that
the operationalization of external systems is often proving difficult
and sometimes impossibie, As one observer concludes, "Library automa-
tion is a complicated undertaking, and the failures now dot the land-
scape like skeletons around a waterhole,"13 Among the vexing problems
are the new jargon of automation; the "free time" .llusion (somectimes
characterized as "beware of computer dircetors hearing free gifts'),
wvherce an initial offer of free time by the computing centre muay be
followed by a phasing-out as the centre finds paying users; the "buck-
passing syndrome' whereby the various comnanies whose cquipment often
forms part of a system attribute break-downs, ecte., to ecach other; -ng
more fundamentally, the fact that individual libraries cannot usually
fully incorporate data from central sources, LC for example, into their
ongoing cataloguing and bibliographical systcms.l[+ Considerable re-
writing of local programunes is requirved and, as onc often finds in
using computers, it is in this avca of software that much of the delay
and frustration accur.

Reinforcing such problems of operationalization, and probably cven
more decisive, is the question of cost. The cost-henefit calculus is
critical for almost all libraries, and foc many, especially autonomous,
single~unit types, the returns in speed and control and efficiency may
not secem to justify the high costs of computerized operations, which of
course vary greatly but scem to fall within the 100,000 to 1,000,000
dellar range. Such libraries may still benefit by the innovations of
other larger, regionul or nutional library svstoms, but this too reduces
their owa incentive and need to introduce more extensive changes within
their own organization. Costs will go down, as indicated by the in-
creasing availability ofl sccond-generation computing cquipment, but "in
a large library it will ~ost several hundred thousand dollars to devel-
op, test and implerment 2 autouated svstem,'*?

In cifect, while the so-called informaition revolution is surely
here, and its potential effect seems virtually unimaginable, its opera-
tional impact upon the conventional library ficld seems as yet somewhat
limited, not only for the reasons just outlined, but because the dis-
semination of scientific and technical inuovation has always followed
a similar path. Tt is perhaps significant that the adoption of coua-
puters in busincss and industry in Western society had had 2 curiously
uncven development. In 1967, for ewarple, while the Usnited States had
something like 36,000 computers in operation, thove were in all of high-
ly industrialized Western Furope only 9,000% such., Herc, of course,
psychological and cultural traditionalism and conservatism are as
relevant as cost and technient Ceasibility in cxplaining this difference,

“Computers & Automation, June 1947, p. 77
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These caveats, then, are offered to suggest that the innovations
reported so fulsomely are probably less symbolic of a pervasive rush
to introduce automated systems in North American libraries than select-
ed examples of what a relatively few avant-garde organizations are
doing.

Regarding the distribution of types of "nonconventional" systems
in operation, the Hational Science Foundation found in 1966 that over
two thirds of the innovations were computer systems.16 The following
table indicates the range and magnitude of the various systems:

Table 1-1 Distribution of non-conventional systems, 1966 (N-175)

No. of systems

Manual card systems (includes manual card, 15
edge punched and interior punched card,
and uniterm systensg)

Tabulating card systems (includes simple 21
sorter and collative systems)

Peck~-a-boo systemns 19
Computer systems 118
4.1 Query systems only (17)
4,2 Non-query systems only (20)
4.3 Systems that produce both query and

non-query services (18)
Photographic systens 2

Thie total number of such "nonconventional" systems is probably
comsicderably larpger new, since the study (1966) used sampling techniques
frem 2 universe limited to 1,100 libraries and information centres.
Also, the reporvt included only those systems operating in a regular
capacity, as opposed to pilot or experimeatal efforts. It is worth
noting that less than ten percent of the institutions included in the
study were university librarics, No public libraries were included.
Most of the sample comprised industrial and business libraries and in-
formation centres. In effect, the major thrust in library automation
in the United States has been provided by special and academic li-
braries. The special libraries, moreover, seem to be concentrated in
the areas of govermment, defence, medicine, drugs, and chemistry, In
the field of public libraries, the development of computerized control
systews has also been quite extensive among county library systems
where joint multi-county progransmes have been introduced in several
places, including San Jusce county in Northern California. Similar
joint systems for lower schools have also been fairly common.

Althouyxh journals in the field carry a substantial number of
reports on automation, the number of books produced remains quite small.
As Kilgour reports, only three stimulating' books appeared during
1968, 1 The best of these, in his view, was Gerald Salton's Automatic
lgiggﬂgLigg_Qgggwizafggg_and_gggricvql.ia Meanwhile, a new Journal of
Library Automation appearsd in larch, 1968, Lo swholize the emergence
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1f not the arrival, of a distinct new field of knowledge. An especially
useful development is the appearance of journal articles which provide

a vital educational service to the field by detailed reporting and rec-
ommendations based upon successful and less than successful cxamples of
automation,19

Several generalizations can be made about the new kinds of computer
systems which provide the most common type of innovation. Mainly, it
seems, with rare exception such as the University of Chicago, the
approach has been piccemeal. Rather than attempting total system
planning, most libraries hav~ focussed on one or two discrete service
areas, mainly those related to technical processes and circulatinn con-
trol. The acquisition process lends itself nicely to data processing
and many branch systems have worked out co-operative schemes for the
selection, purchasing, and circulation control of their collections.

Cataloguing, an arduous, time-consuming element in library science,
has naturally been a central target of autcmation. The Library of Con-
gress well-known MARC programme hds been adopted in many libraries,
and is often regarded as the beginning of a national system of central-
ized cataloguing.* The scale of the MARC programme is suggested by the
following figures: In 1968, the Library of Congress sold 78,000,000
printcd cards; some 60,000 order slips were reccived cach day,  Other
private sources also sold millions of cards. 1In addition to the rupro-
duction of catalogue cards, change in this avca has brought new interest
in book catalogues which the computcr can produce swiftly and cconomi-
cally in several copies.

Developrents in the reference and bibliographic arcas scem to be
relatively limited, mainly because this function is obviously nmuch
harder te standardize. ‘The Library of Congress has a project underway
which will determine the common items of information required for
wachirie-rcadable serials records., "At present (1969), lowever, few
libraries have operational systems and those ithat cxist do not perform
all the necessary functions of scriuls”manngemcnt.”Ql Apparently the
pioncer in the develoupment of a comprchensive system, including an
integrated bibliographic apparatus, is the University of Chicago, whosu
system has been operational for about five ycars.“< Another fully com-
puterized system is the B. F, Goodrich Rescarch Center Library, which
uses threc computers Lo operate its catalpéuing, information retrieval,
scrials control, and circulation service.?

Regarding circulation contreol, many libravies have intrcduced

*Among the unanticipated conscquences of L leadership, however, is a
"wait-and-see' attitude on the part of some libraries whe are afraid to
launch new systems which might be made obsolete by subseguent LC pro-
grammes. Such a temporal imperative is again fairly common in cconomic
development, whereby, for example, the German coal iandustry was able to
gain substantial technical advantage over England's coal induatry by its
rehatively later entry into the field,

1%



on-line systems which handle almost all the record-keeping involved
in borrowing and returning materials, 1I.D. cards are¢ conmonly used
to check the borrower's current condition as to status, books drawn,
books unreturned, delinguent fines, etc., Such systems typically pro-
vide the liltrary a dafly printout of ali tramsactions.

A useful summary of other tepresentative innovations is provided
in the February, 1970, issue of Datamation. Perhaps because they are
written by librarians, the toue of some of these articles s rather
skeptical about the benefits of automation, especially in view of the
high costs of computer cquipment, the shared-time role of most 1i-
braries, and the difficulty of designing stardardized information re-
trieval concepts which can reet the range and variety ~f user ncods.,

Hopefully, even this very brief surmary of recent technological
fimovatfon in the library field suggests again why we havae used a
theorctical framework of social change for ordering the rescarch data
to wiiich we now turn. On balance, it seems clear that the library
occupation and its organizational structure have entered upon a pericd
of profound modification.

This modification, however, probably relates less to the goals of
the ficld than to the prccesses by which these goals are achieved. To
this cxtent, the problem 1s miiniy once of harnessing new machinery to
old objectives. Nevertheless, the implications of change in tradfitiopal
functions include the possibility of considerable goal displacement as
2 resvlt of a potential shift in the lecus of control of both processes
and practiticners in the lilrary field. The contingent consequences
emphasize the critical role that adaptation by librarfans will play in
the near {uture. Since the adaptive capacity of an occupational group
is eclorely associated with its organizational styvucture, we will begin
by analvsing rmodal natterns of authority and work in library organiza-
tiong,

tefore daing so. hovaver, it scems useful to cutline very briefly
the scthod and the saile vsed in the study.* Hour-long questionnafres
were aduinistered during 1465-70 to sclected groups of librarians and
clericals brought together in the organizations where they worked.
Thirty-six libraries (universfty., public, and special) in four metro-
politan areas {Atlanta, Besten, San Francisce, and Toronto) were se-
lecied arbitrarily, and an approximate 20 pcrcent, stratified sample
ol respondents was drawn in all public and university libraries. The
mtfor university and public librarics im all arcas were included in the
analysis. In the sperial librarics, eiven the small size of staff, all
atnibers were usually {iwcluded, The total N was L.110, apportioned as
1ol lows:

idbrarjans Clericals
University (&) 202 368
Public (1M ila 245
Special (18) s1 100
(97 (7113)
“Ees Y v ey I B L Tooenrt o e retedefogy of (he study,

El{lC 15
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research and seneral book collection on tape would be $48,000,000
compared with Lhe $120,000 now rcauired. For & more positive view,
sce Frederick G. Kilgour, "University Librarics and Computation,"
pp. 175-17¢,
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Chapter 2

Organizational and Authority Stiucture

In this section, we shall discuss the organizational milieu and the
attending structure of authority in the "typical” library setting. Since
our sample includes thrce different types of libravics (public, special,
and university), of varying size, located in four metropoiitan areas of
North America, we rust obvicusly generalize considerably in discussing
both orpanizatfonal and authority structuree. It is assumed that most
readers wiltl be aware of the "organizational chart' that characterizes
most libraries, in which a director is usually supported by scveratl
assistant dircctors in charge of the varlous service areas found in most
libraries. Our wajor concern, instead, f{s with what might be cailed the
"elimate” or the "tone” of administration existing within this structural
context.

The ficld of organizational i heory has various coustructs that are
useful in analysing the library as a work-place. One of these is the
{deal-tyvpe burcauvcratic model designed by Man Weber around the beglnning
of this century to analyze iarjescale organizations in Western society.
The use of this moedel cnables us to answer an important question, whether
the library orpanizatfon may be called a hurcaucratic structure, If {t
can, we will be alle to bring to bear upon it several analytical propo-
sitions that will enable us to make some predictions about {ts goals, the
behaviour of its members, certain typical strains and dysfunctions that
characterize most such orpanizations, as well as help answer our central
question regarding the capacity of libraries and librarians to accommo-
date to the changes now emerging in the field.

Weber's ideal-typical model is so named because it {s a composite of
miny variants of burcaucratic organization and thelr characteristic atruc-
tural and behavioura) properties; it is important to say, parenthetically
that no given organizaticon will exhibit all those charactevistics; instead
they comprise a foil against which actual organizationa m-y be sct in
order to better understand then,

It ray be uscful to begin with Weber's conception of the threc dis-
crete bases of authority or legitimation upon which bureau:ratic organiza-
tions rest. Thesc forms are to some extent evolutionary in that one or
another tends to be predeminate in a piven society at a given point in
tire and that there has been a gradual historical movement from one basis
to ancther in Western fociety. The oldest form is traditional authority,
which as the name supgests tests upon the weight of custon. Here, in
Weber's words, authority rests essentially uson the "etetnal vesterday,"
Conventional modes are valfdated because of their survival value. Like
modern conservative thought, this lepitimation assumes that frstitutions
which have persisted over tire probably have fairly good reasons for their
contimufty. Wwhile this propositicn has much to be said for {t, {ts major
theorctical finadequacy is its {nabfl{ty te account for change, as well as
jts attending tencen-y to cquate mere survival with normative and func-
ticnal necessity. 1be fact s that even the most venerable of human in-
stitutions, the fan’'v, dces not occur in certain primitive societies,
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In snv event, historically, the traditional basis of legitimation
may be said to be gradually retreating in favou» of the legai-rational
basis of authority, the second of Weber's trio. Here bureaucratic rela-
tions and processes rest upon rules, skill, and knowledge. The modern
profession, with its emphasis upon hard-carned skills, disciplinced per-
formance, self-government, and internalfzed norms of conduct illustrates
the legal-rational ethos.

A third and somewhat different basis of legitimation is charismatic
authority, which rests essentially upon the perscnal cualities of a
leader. Ideally, such qualitics are pre-bureaucratic in that they are
transitory, the possession of a single man, untcachable, and thus both
ron-scientific and non-transferable. Charisma, literally the "grace of
(od," has traditionally been the basis of legitimatien in chiliastic
religiocus orders and extremist political movements. Despite its mysti-
cal nature, Weber insisted that charismatic authority figures had a role
:0 play in modern organizations. Only sucl leaders can galvanize the
nodern hierarchical, rule-orieatced apparatus into action. As he put it,
only such leaders can escape the castration of bureaucracy. In the con-
text of social change, such personalities are the non-conformists who
bring about innovation. The rclevance of this concept for the problem
facing the library profession is perhaps clear encugh.

In Weber's view, the major thrust of Western civilization included

"a secular trend, inspired by capitalism, toward the replacerment of tra-
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ditional and charismatic basis of authority by legal-rational legitima-
tions., Traditional aud charismatic forms remained visible, but the main
drift was toward cver more extensive burcaucracy, which Weber, despite
the reservations noted a moment agoe, called the most efficient means of
large-scale cffert yet designed.

The elements of this model include above all the idea that opera-
tions, rccruitment. promotions, indced the whole functional apparatus,
arc bascd upon systematic rules, adnministered irpersonally and imparv-
tially to achieve prescribed, linited, extra-personal goals. The ideal
objective is a machine vhich can operate with a minimun of relfance upon
any given individaal, T : human parts, ideally, are interchangeable.
Such a condition is sought by svstematic recrnitment in which candidates
are tested and evaluated in objective terns of education, training,and
performance, by tests specifically designed to deternmine their quulifica-
tion for a particular role in the organfzation, Such reles, in turn,
have been analysed as to their content and the peculiar qualifications
required to perform then., 1In effect, both the technical skill and the
personcl qualities of the official are rationalized.

Not only i{s authority leagitfrated by law and knowledge, it {s struc-
tured lifararchically in the ideal burcaucratic apparatus. (An inherent
tension Yetween these bases of auttority characterizes most large-scale
vrganizations)., Centralized and maximized at the top, the scope of
authority tends to contract as one descends the hierarchy. Tae stra-
tegic role of special skill groups unduubtedly challenges cuthority bascd
on hieravchy, but in the usual case the gencralized duthority possessed
by administrators tends te overcoe the countervailine claims of spe-
cfaliats., This pattern of auttority increascs (he srovability that the
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organization will act in concert to attain its major institutional goals,
vhich tend to be diffused by the disparate interests and expectations of
the groups found within it. Such a pattern also gives the organization
an anti-change bias, since cacii rvecessive level of authority becomes a
vete-point for proposed imnovations arizirg from below.

This condition of burcaucratric conteol is reinforced by Weber's
conception of the bureancratic official as a dedicated specialist, loyal
to his particuler calling, vicwing his work as an honoured, permanent
carecr, catcied out without fear or fame, using instruments he does not
owil, toward geoals wirich (in the case of govermmental offlcials, at least)
he does not detevmine, In sum, Weber's ideal-typical model stresses
order, skill, predictability, rontinization, speciallzation, lack cf
conflict, and disinterestcd perforsance of one's official rolc,

A further word on authority is requived, in part bHecause authority
{s the miin currency of the orpanizational market. As Wright Mills'
insisted "organizations are systems of roles spraded by authority." We
alswo want to analvze suthority coarciully in order to help determine its
characteristic manifestations in the librar; organization and, ultimately,
its influciice voon thaee T ouel ovgan’ ations.  The influence of autho-
ity dorends gcon beth the oonctare o acthorily in any ovgpanization and
the rersopal preference: and devendency needs ol these responsive to it.
We shall thereiore 1o especially consorned with the attitudes toward
thority and sapervision oxiitvitcd by librarians.  Such attitudes should
provide some evidensc as te their potentfal resvonse to technical insova-
tion. From ik tacoretical propositions sct down in Chapter 1, particu-
larly those of Lver—i* Hagen, it wonld zceem that an unfearful and some-
tires challenging attitude Dward authinrity is associated with the
grceptancve of chaswe.

We can wow ask, bow closcly Jhes the typical library organization
rmateh the Weberjss, nade 1T A0 v ceyicture and the behaviour of such
oryari calios: L, T 4. s, whal are the implications ror cur
central Guesiien e ara a0 ot 2 i te suceessfully neet the changes
Now (ondronting tio oo :

Soerediniegy . ettt L roststed: thwere is of course ho
Mevpical™ Litiery o oai v dien, Yot entw are librarics differentiated
accordging Lo ivre. Cul o or aooonees that thev differ sorewhat within cach
cotesors Givim Uy eelrtaeniy and o cariabilivte, ve are foreced (as

Voher war: to dext Ta oieri oo anndeal-tepical litrary ereanization,
based Ul W wicer o3 caistin s Tiloraturc and the evidence provided by
GUE e TeARCeahi, ST U e ot e sl be able ta deternine what,
Poan. . dicievoaze s st o o Uit s ar s fn terss of type of Tibrary,

serice, ~ex.oanl! g

PO STELER : Py o T 0 T tether ahstractly as a
set o of goineiliced ool urar andt bt (o relationships within
cnv oot Lo iion s T cotkorit et lations might be viewed
ag A oos ha e o i T I cowa e ifierert individuals

hA|

“



O

ERIC

Aruitoxt provided by Eic:

possess different amcunts of the resources that define authority and alloe-
cate it i{n terms of the perceived superior and subordinate relationship
existing at the moment of any given exchange. In this view, authority
has nany forms or bases, including hierarchical position, technical ex-
pertise, class status,and scniority. In one authority transaction, a
certain combination of these values would be operative, and their re-
spective weights would be roughiy calculated by the parties concerncd,
afded of course by the going cultural and institutional definitions of

the properties of each '"basis" of authority.

A second factor in this conception of authority is that different
organizations, having different traditions, techunologies, and goals, wvill
tend to assign different but typical weights to the various forms or in-
dexes of authority. It follows from this that the "authority structure,"
the typical pattern of weighted indexes In given kunds of organizations
will differ. Morecover, within each unit or each type of organization,
depending upon various empirically Jeterminable factors, some variaticn
will exist. 1t is assuried, nevertheless, that the nembers of an organi-
zation will, as a result ol experience within the organization and of
observation or experience in other (ypes of organization during their
lifetines, be able to mike a judgment about {ts position along an
authority scale.

Using some such a theory, we included such a uscale {n the present re-
seatch., The {tem read as follows: Organizations tend to have different
kinds of authority structures. Prisons and military orgmizations, for
example, may have rather authorftarian and highiy-structured authority rec-
lations, whereas research organizations are often quiiec permissive. With-
in each type of organization, similar differences citen exist. Where
would you place your own library on this dimenszion?”

This statement was followed by a 7 point scale ranging from "higuly
structured” to “permigsive," and respoudents were asked to place an X at
the appropriate point on the scale, OQur hope was that this nethod would
provide onc rough but useful means of differentfating the lidbrarfies in
our sample., :

The data cevea'l that sixtv-six percent of the total sample (N=983)
nlaced their vwn ithrary in the middie of the scale, while the remiander
were equally di.ided betwcen its "highly structured" and "highly per-
nissive" ends. frong librarians in our four regional contexts, some
significant diffarerccs appear, as shown in the following table:

Table 2+1 lankings on "structured-pernissive” authority secale

L ibrarians
Mtlanta  Foston  Sen Francisco  Joremt:
Nichly structured 1y 12 23 EE
Intermediate "5 2 ) 62
liighly permissive 23 26 i3 i3
(48 (81 (122, (124
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It {s immediately clear that San Francisco and Toronto are perceived
by a significantly higher proportion of librarians as having a "highly
structured" authority system. On the whole, however, almost two-thirds
of our respondents cxperience their organizations as occupying a
"middling" position on the continuum. Among clericals, there is very
little difference, although those in San Francisco indicate there is
somewhat more structuring there, compared with the other regions. We arc
unable to explain such differences, but some differentiatisn among the
various sorvices will appear when we turn to individual "attitudes toward
authority" in a monent,

We turn next to some other typical propertics of bureaucratic organi-
zations, beginning with specialization, i.e., the tendency for individuals
to carry out a specific task, in which they have received specfal training
and experience, and in whicli as a result they become highly proficient.

Certajinly, regarding the critevien of specialization, the library way
be called burcaucratic. Not only do nincty-scven percent of our librar-
ians have a graduute degree in librarianship, but they are recruited to
fill and perform certain designated roles in one or another of the various
serMdee areas, Thie is not always sc, and our data will show that librar-
fane do shift from one scivice to anothey, but a rough content analysis of
recruitment ads over a perfod of scveral months in the ALA Bulletin indi-
cates that recruitnent for specific roles occurs in a large proportion of
cascs. Also, we shall sce that librarians tend to identifly strongly with
specitic work groups formed on the basis of specfalfzed tasks, in circu-
lation, reference, cataleoguing, etc.

Regevding operation according to prescribed rules and procedurcs,
libraries again rank high. Essentially, the technique and the inherent
nature of the work scem to explain this characteristic. Certainly, the
frequent need to cavry on a relatively large number of repetitive trans-
actfens with a fairly large clicntele ¢recates a {ressure toward stan-
Javdization. FExceptione to the rules for certain individuals certainly
occur, bHut thesc tead te be patently recognized as such, indicating that
considerable rostinizacion does in fact exist. Who the client is, how
many hooks he may borrov, liow long he may keep them, how much fines will
be, the penalties for rot paying the, etc., arc typically prescribed.

Not only the techniques used in circutation centrol are geimane,
The functions of purchasing, catologuing, storaging and retrieving mate-
rials are siqilarly nichly esnducive to routinization. It will be re-
called that onc zoal »1'd test ef burcaucratization is that the system
pornits interchange of reopic without much disruntion, In many 1i-
braties. very tittle Individuai discretion {s permftted cr required in
thr service 1rcvas, as supgosted by the fact that sub-professicnals often
ran and do perfon: such tasks,

The point 4s thal with the exception of reference and bibliographic
services, toth the technolopzy and the major functions of librarics lend
themselves quite nicely 1o a rule-directed routinization. Here apailn,
one of Weher's gencralizaticons is useful, namely that there is an inverse
relation ketweer boretucracy and professionalism. ot very sirply, in
highly professicnal cccupations, avthairity and contrel ate evereizcd
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by colleagues, along with considerable dependence upon internalized norms
and standards as a major guide for behaviour; in less professional mil-
ieux, an external administrative system of rules and sanctions tends to
dominate. These two conditions and the operational balance between them
exist along a continuum ranging (for example) from prison administration
to university research organizations. Occupationally, librarianship
would probably fall somewhere in the middle raunges of such a continuun.

This judgment is reinforced by the nature of library technology.
We saw earlier tha* such central functfons as book ordering, catalogu-
ing and circulation control are being most affected by computer systems,
We may predict from this that libvavry operations will become increasingiv
routinfzed. Some of the attending implications will be discussed later
when we look into the question of professionalization. Tn the present
context, this development suggests again Lhat several basic library tunc-
tions are indeed subject to burcaucratic forms of coutrol,

The career aspects of libravianship are also cowmpatible penerally
with certain, although certainly not ail, burcaucratic assumptions. The
first great deviation from the older professions is seen in the field's
crucial dependence upon a large number of clerical workers, who in almost
cverv case vutnunber trained librarians. The role of these essential
members of the apparatus violates several criteria of burcaucracy. They
arc rarely trained specifically for their library task; they are often
transitory; they arc largely uncommitted to literary work as a carcer;
they do not always share thc litrarian's professional values or aspira-
tions; they are gencrailv ruch younger than career librarfans, with lewer
educational achicverent, Despite this, there is not always a sharp dis-
tinction between Ltheir functional roles and thosc of trained librariaus.
Ve shall ditcuss the clerical group in more detail later, For the morment
it seems clcar that. viewed from both a burcaucratic and a preofessional
perspective, they are in mary wvavs an ancmalous preserce in the library
crpanization,

Yet, {rom another perspective, Involving the reluforcement of the
library s reliance on burcaucratic asg opposed to professional media of
control, ¢leticals mav " 've a dicisfve inpact. Their repetitive tasks,
Tinfted educational achicvenent and lack of occupational commitrent en-
courage close hicrarchicai forms of control. which, given bureaucratic
expansiveness, verhape tend Lo encompass librarians as well., Certainly,
many clericals have littic basis for resisting such controls, since
little in their backgrcund would bave {nculcated any countervailing
expectaticn.

What about the librarians? Here again, mniny of the requisites of a
trulv bureaucratic work force are met. Librarians are specially trained
for their role, which is often viewed as a carcer. Cormitrent to their
vccupation §s not very high, it at lecast is satisfactory, corpared with
clericals., Altheuph the judprent s inpreasionistic, rmost librarians
seem quite effective in carrvireg out their jobs. They dispense their
services in an irpartial way, according to the geing rules, and in rost
cases their morale at work seors feirly hich., However, as we shall show
later, job satisfactict amone ther is not excoptionaliv M igh,
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A major deviation is related to the well-known fact that librarian-
ship is an occupation in which a high proportion of members are women,
This fact has important and decfsive implications for the burecaucratic
condition of the library organization. 1In the present context, the
effect is both to enhance bureaucratic norms and control and to weaken
them. 1In an overx-simplified gencralizatfion, the predominance of women
seems to reinforce somewhat the negative control aspects of bureaucratic
norms while threatening some of the ir positive efficiency values.

Control tropism seems to be cnhanced by certain characteristic per-
sonality attributes of women, which are themselves perhaps mainly the
product of childhood soclalization. Girls are taught to defer to
authority, to wmedfate interperscnal relations by submission, to achieve
their ends by indirection, and to employ psvehological sanctions in
dealing with other, and; perhaps ahbove all, to avold overt conflict.
thile class diffcerences affeet such socialization and while many ex-
ceptions exist, in the round su~h boliavioural tendencies are well
documented. They are perhaps reinforced by the famflial role of
wonet which again places a premium on seccurity and nonaggressive be-
haviours which reinforce the security and coatinuity veeds of the
faiiily., Such factors account in part for the tendency of women to
aceupt burcaueratic contro’l. Since mandgement roles in tibrarianship
have usually been taken by ren, ancther €illip to defercnce i{s added by
the tendercy of weien lo accept masculine leadership.,

A lack of strongly held carcer commitnent reinforces this acceptance
of burcaucratic centrol. Since one does not thereby tend to have a
clearly defined, cextexnal occupational group to identify with, he tends
instead to have a "local,” “ca-the-job relvrence group which conditions
hin to accept rather tuily the gofing authority structure. Some evidence,
for example. indicates that many individuals deift {nto library work.3
tar own fiadinegs indicate that over a third of librarians "just drifted"
into the field, Tois Tinding is supported by thz tendency of librarians
te decide te anter the fiels rvathe tate.*

An iateresting v "otorcernent of low caceer commitnient involves the
fact that peoplc who euter the semt-prefesefons seem likely to be ¢lient
oticnted rather than cavecr oriented. Morris Rosenberg, for example,
found that university women who were stvongly carcer oriented (only 12
percent of hls sample) had less inlerest in people and were more like
men in their values than the ruch larger proportion of non-carecer commit-
ted women who had pecple-oriented values,? ‘Yost of the semi-professions,
‘ndecd, are svrvice oriented; men and wonmen enter them for reasons that
do net make for the kind of self-conscious, guild cthos characteristic of
the otder professincas. As the Sirpsons concude, "the mafin intrinsic
appeal of the aeni-professions s to the heart, not the 2nd."% Our own
rescarch confires this judarent: 36 percent of librarfans (the largest
single segrent) chose as firel amaig their job satisfactions, "the chance
to ¢ sopething séciallv useful threugh the library."

i career corviitment is inderd levw among librarians, {t seems that
Maresucratic conlrels ant incentives will be emphasized in the organi-
zaticn since iaterzalisd, indi-tdual nerrs of performance will tend to
be precariocus, Moondiie, the predictanhility and effectivencszs which
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characterize the fdeal burcaucratic apparatus will probably be sceon as
appealing incentives., Such incentives may be challenged by the desire
for pleasant personal relations, an absence of deadlires, and limited
responsibility, but the general working-to-the-rule cthos of burcau-
cratic operations should be satisfying to people who are not highly
committed to their work, Obviously some librarians arc highly identi-
ficd with their carcer, but the evidence suggests that the mujority arc
not and that, among thosc who are, the commitment is to the ideal of
service rather than to the library occupation itself.

We now turn more directly to the structure of authority in the
library organization, (n part, we shall be guided by Weber's concep-
tions of traditional, charismatic, and legal-rational authority as dis-
crete bases of legitimating authority fo organizations. Such variables
as the perceived basis for appointment and promotion will tell us whether
so-called "universalistic,” cbjectively bascd, criteria are generally
used in the field or, on the cther hand, whether the achievement cthie §«
less common than so-called "particnlaristic" criteria, including where
one got hig degree, "connectious," political, and geopraphical eritcria.

Stylc of supervision ts another uacful vaviadle in determining author-
fty rclations, Mioy studles, 1av exawple, have shown that the quality of
supervision is a4 eritical dijiferentiating fzctor in cccngationul morale,
Supervision is also a prime clement in job satisfaction.

It is imporcant to note, in analysing autlovity in the libravy ficl,
that authority and influence are not asymmetrical. Tustead. the style
characteristically used by administvators reflects, to some unknown ex-
tent, their judgnent as o the expectations of thefr subordinates, 1,
as we have svggested, the high proportion of woren amoag librarians tends
to encourage dependency in authority situatiorns, we -y assume that admin-
istrators will be awarce of this tendency atd taiior their supervisory ve-
lations accordingly,

Meanshile, on the aonfnistrater's side, cortain personalfty charac-
teristics will terd te raivdoerce the kind of authority structure we arc
hypothesizing in librax -3, Sore vescarch nas found that successfyl
cxecutives tead to score Ligher on certain "autberitarian” scales., 1
have showm elsewiere that scioe of the structvral cenditicns of large
organfgations tena to provide & syviapathetic rilieu for authoritarian
types. In brief, grecise delincations of status, auvthority and pres-
tige; high leference toward authority; low telerance of arhiguity; and
considerable respret for conpvertinnal, nmiddleeclass values seem to be
among such preferences,

In the librory organizatton, we mav have a sftuation where the do-
pendency needs of sulora.nates and any predisposition of adninistrators
teward cominance tesult in 3 7airly explicit aathority structure and
attendine dcferential stvies of iaterporscpal retations,

One rouch test of this hepethesis mivat Do dbe extent to which de-
cision-making within th: hicracchv is hared vith er-devees in order to
cncourdge treir porsonar and s~copatioral doweleprent,s Ina veeeat
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study of 138 randomnly chosen librarians, Elizabeth Stone concluded that
many administrators and supervisiors had a negative ''outdated" attitude
toward_delegation and other means of encouraging participation by library
staff.10 "The general tenor of the responses in the study showed that
administrators were fostering con?{tions that the librarians considered
minimal for professional growth." Some fifteen years ago, Wilson and
Tauber found a similar condition among university libraries. "One of the
glaring faults of some university libraries has been their unwillingness
to permit the departmental head to experiment with new devices or intro-
duce new practices, ., . ." Again, in a study of 77 department heads
in 15 large wniversity libraries in the Northeast, Kenneth Plate found
that over two-thirds of them vicwed “"the new professional as an

intern rather than a professional equal and believe that only after a
perfod of apprenticeship (which may range from 6 months to 3 yecars) can
the subordinate be permitted to participate in the decision-making
process."

Such evidence suggests that authority is typically expressed in an
hicvarchical, top-down way. Indeed the social distance maintained by
library cxecculives vis-A-vis their staff has been noted in scveral re-
scareh gtudies. Richird Fariey, for example, concludes after a study
of 272 directors that, "the library exccutives in this study were
singularly successful in fnsulating thiemsclves from the personal lives
of their subordinates and their imrediate Job associates. One gets the
picture that these executives had well established rules about not
associating with their subordinates and fellow executives," 4 such
hehavioturs are said to be more corston amdng academic head librarians
than among those in public libravies, but in our own sample of both
types, we found tue folicwing attitudes regarding the hiatus between
adninistrative 2nd other library personnel:

Table 2-2 "Lifferences of function and interest between admiristrators
and_technical scrvice statf prevent close socfal relatiorships."

Auninistrators Librarians Clericals
Agree : 9% 28 447
Urdecided 2 32 32
Disagree 63 40 23
(124) (230) (592)

Hete we find oprly the clericals agrecing strongly that some distance
oxists between adninistrators and themselves., Librarians are less teady
to endorse the generaliration although the high proportion who are un-
decided fndicates sore support. Those in admintstrative roles, perhaps
as might be expected, disapree most strongly., Although these data do not
rrovide complete suprort tor the earlier research cited above, they do
indicate considerable ambivalence about ongoing relationships between
adninistrators and staff,

Adninistrative stvles, hoewever, give us only half the plcture. We
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must also look at the authority cxpectatiouns and preferences of librar-
ians generally, since these provide the climate in which administrators
function,

Such preferences afe also central to the question of professionali-
zation, for as we have scen, there is considerable strain between pro-
fessional norms and bureaucratic styles of hierarchy and dependence.
Logically, if deference and compliance heeds are high, the probabilities
of achieving an imperconal, task-oriented style of clicent relationships
are decrecased. Following llarry Stack Sullivan's conceptions of inter-
perscnal psychiatry, we may say that anxious, dcpendent people often
seek approval by deferring to others, and particularly to those in
authority. The atteading reduction of anxiety is a powerful rein-
forcement, which tends to make this particular style of accormodation
preferred by highly dependent individuals, In effect, anxiety is re-
duced by exchanging compliance for approval. Such bchaviour can of
course have a wide range of intensity, but over time it scems to develop
iuto the characteristic way eof reacting to others which is often defined
as one's "personatity."

In some context, we will now turr to attitudes toward authority
and needs for compliance among lilrarians, Using several items, we have

scale of "deference toward authority,” ranging from "high'" to
sihown in Table 2-3:

preparved a
"low," as

table 2-3 "peference towacrd authority" among tibravians.®
Administrators _Acquisitions Cataloguing Relerence
litgh 3% 145 168% 127
Medium 57 52 57 53
T.ow 40 32 25 35
(124) (140) (182) (L40)

gervice arevas which include almost
ail our librarian respondemis, as we shall do for the six scales used
throughovt the ropert., Tt Is elear that the major diffcrence in atti-
tudes toward authority en.csts belween administrators and those in tech-
nical serviece roles, As ndght be expected, the fevmer arce less deferen-
tial (anxicus) vegarciag hicrutchical velatienships, perhaps beocause
thosce they experience tend to tun in only one dircctien, downward. Among
the tecnnical services group, thuse in cataleoguing expericnce the great-
cst strain in accommodating to the authority pradations that characterize
all hierarchically differentiated organizations.

Here we have included the {four

vet, on the vhoie, over four-rifths of these in all reles exhibit a
geacrally supportive appreciation of avthority relations, Certainly,
this evidencs does not suggest a chalienging attitude toward the status
quo. However, in terms of lapen's major thesis, which vegards the
erigins ol inncovation as resting in a reaction against existing patterns
status ard authority, we have here, with tne possible exception of admini-
strators, some evidence that innovation will net be a pervasive valuc

“The "deference toward autheority!
cited in the vesearan iastrusent,

seals s canprised of five
Avpendis N,



among our respondents, However, several other aspects of this question
must be analysed before zuy such conclusions can be made.

Although one hesitates to use individual items to measure such a
complex variable as deference toward authority, there are some single
items in the study that spcak directly to this question. The advantage
of such items is that they refer to a condition directly within the
respondent's experience, contrasted with a hypothetical situation in
which he is asked to indicate in some undefined context what his prefercnces
regarding authority are. 7his condition is insured by a battery of
itoms regarding supervisorial preferences, to which we now turn. Here
clericals are included for comparison, and since we stressed earlier the
significance of sex on authority relations, the data are prescnted
separately on this basis. The following data are from a fairly specific
behavioural item, namely, "In your judgment, which one of the following
kinds of supecrvision do librarians you have known prefer?”

Fable 2-4 Authority relations preferred by librarians and clericals

Male Female
Librarians Clericals l.ibrarians Clericals

Vighly structured 107 15% 77, 167
fFairly structured 43 35 37 39
Doesn't matter 2 5 5 6
Fairly permissive 25 31 36 28
tighly permissive 20 15 15 12

(93) (109) (286) (535)

As might be expeected there is a fairly wide range of preferences,
vet it is significant that a slightly higher proportion of female 1i-
brarians respondents, comparced with males reject a "highly structured"
system of authority. lHowever, as predicted, at the other end of the
gcale we find a slichtly higher proportion (5 percent) of males who
prefer a "highly perm.:sive'" climate. On the whole, the difference is
not as great as theoratical and comparative considerations would have
led one to expect. As noted, however, it is unwise to place too much
weight upon a single item, and we would do well to look at further evi-
dence before concluding that no differences exist. Here, it is interest-
ing that librarians dif{er rwore than usually from their clerical brethren,
the latter as might be cxpected, have a substantially larger propostion
at the '"highly structured' end of the scale.

As noted, it scems uscful to have a closer look at this data. Wnat
other factors, for exampic, differentiate those who prefer clese super-
vision {rom those who resist it? Region suggests itself as a possible
intervening variables, to which we tura in the next table.
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Table 2-5 Supervisory preferences of librarians differentiatced by region

Atlanta Boston San I'rancisce  Toronto
Highly structured 10% 87, 6%, 107
Fairly structured 53 38 36 36
Doesn’'t matter 2 5 2 6
Fairly permissive 20 34 39 31
Highly permissive 14 16 17 18
(49) (80) (125) (125)

The major point here is that a significantly hipgher proportion of
librarians in the Atlanta arca prefer fairly structured authority rela-
tions, Differences among other librarians in other regions are minimal.
That we are probably dealing with a cultural aspect of the South is
suggested by the fact that a similar, although less pronounced difference
is found among clericals., Tully 60 percent of our Atlanta sample prefuer
closely defined authority rclations, compared with 53, 52, and 51 percent
in Boston, San Francisco, and Toronte, respectively,

Another discrete item, again relating tothe work experience of
respondents as contrasted with their gewveralized judgment about pre-
ferences of their co-workers, provides further informetion on attitudes
toward authority, again in the context of supervision.

Table 2-6 "Regarding my relations with supericrs, I generally prefer
a work situation in which':

Librarians Clerict!y

“"Supervision is close to reduce errors." 4%, 407,
"My boss works right along with me," 45 35
"1 can share responsibilitvy wiith those above meV 0 15
"I am left complecely alone.” 4 10
(3835} (685)

Here, only a very s..11) proportion of librarians prefer to be gliven
4 general objective and lert alone to carry it throuwsh, almost all of
viem (96 percent) chose a situation in vhich they can rely to a signi-
ficant extent upon their superiors. This is in line with our carlicer
findings which suggest that library work ig typically carried out in a
bureaucratic milicu in which fairly close supervision and a tendency on
the part of librarians to accept it are the norw. An interesting facet
of this table is that a sliehtly greater proportion of clericals prefor
to "be left completely alone," compared with their librarian co-workers.

We hypothesized earlier that wowen are more likely to defer to
authority than wmen, and that this had iwmportant liplications for
burcaucracy and professionalization in the librarv field where about &0
percent of its members are feomale, lowever, when we compare the two
at the "supervision is cluse” preferenze level we find that fully twe-
thivds of miles elect this cesponse, compaved with only 3% poercent of,
their female colleagues. [t scens, cher, that the fimortant factor
contributing to actitudes toward authority amony librarians is perhaps
less one of sex than of a career self-scleccion which tends to bring

, individuals witn high dependency needs into the occupatien. Certainly,
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the evidence in Table 2-4 and the present one supports this conclusion.

Among administrators in the library field, a similar tendency to
defer to superiors lias been found, In his study of 77 middle-management
executives in 15 university libraries in the Northeastern U.S., Kenneth
Plate concluded that "very nearly all the managers 88 percent express
loyalty to the director, believe in a strong chain-of-command, and
either overtly or covertly cxpress the belief that while the dlrector
might not always be "right," he is, after all, the director.'"1€ Eighty
percent of these managers, morcover, felt they could only "someuimes"
or "rarely'" be frank with theivr superiors regarding matters of library
management. Our own findings (lable 2-3), however, indicate that those
in administrative roles are much less likely to exhibit defercnce neceds
than librarians in technical <crvice roles,

We turn next to evidence from an hypothetical authority situation in
which a.a administrator-librarian conflict is posed. The following item
was used. ‘*Assume that your supervisor, after consultation during which
you indicated your disapproval, went ahead with an important decision
which you believed was wrong from the standpoint of the interests of the
organization. Which of the following alternatives would you choose?"

Table 2-7 Reactions to conflict of authority among litrarians and
clericals

Librarians Clerical-
"Keep still and carry on." 36% 47%
"Try to reason with him.," 58 48
"Go over his head." 4 4
"Cansider resigning in protest" 2 1
(384) (683)

While the last tvo alternatives are admittedly stringent, it may be
significant that over a third of the libraxrian respondents would accept
the decision without ‘urther action, even though it is detrimental to
the organization's well-bring and against their expressed opposition.

On the other hand, and despite the hypothetical nature of the situation,
the fact that over 60 percent would continue to actively oppose their
supervisor by 'trying to reason with him'" or 'going over his head" is
impressive, Whether they would really do so in an actual situation scems
problematic from the evidence just presented regarding their preferred
relations with superiors. The data regarding middle-level managers in
unjversity librarics support a similar judgment.

1t seems worth checking again to determine what, if any, effect sex
has on this particular authority situation. 1If, as some observers of
librarianship and other "female" occupationts have suggested, compliance
is rather more characteristic of women than men, we should expect to
find some difference. Certainly, this has been found in related occupa-
tions. Using an item similar to the one used here in Table 2-7, Ronald
Coxrwin found that while 19 percent of teachers in his sample would
directly oprose the administrator, 29 percent woald do nothing and the
remaining 52 percent would diseretely seek support among col]eagucs_17
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Similarly, regarding the existence of a generalized feminine dependeucy
need, "more than three-quarters of the nursces in a Pennsylvania study felt
they should rise when a doctor entered the room,'"18

when we check for sex differences in Table 2-8, we do indced find
that women are more likely than men to defer to hierarchical authority.,

Table 2-8 Reactions to conflict of authority among librarians by sex

Libraria:mns

Male Female

"Keep still and carry on" 297 387
"Try to reason with Lim" 64 56
""Go over his head" 5 4
""Consider resigning in protest" 2 2

(9%) (290)

Hlere, for the first time, we find some evidence supporting the con-
ventional wisdom regarding differences in dependency needs between nmen
and women in the library, and related, ocrcupations. A significantly
smaller proportion of the male rospondents are likely to merely defer to
their superior's possibly arbitrary judgment. They would be more in-
clined teo appecal the dee’sion and attempt Lo bring him around to their
way of thinking. Given our conflicting evidence, however, the point at
issue remains moot.

The whole question of dependency is related to on-the-job supervi-
sory styles to which we again turn. Perhaps the most conclusive evidence
is provided by the following scalc which measures the "effectiveness”
attributed to their immediate supervisors by our sample., It is impor-
tant to note that supervisoral rclations are probably the most_ gignifi-
cant variable in job satisfaction in hurcaucratic occupations.

Table 2-9 Lffectiveness of supervision by type of library and service

}-‘_0.];9 kit
Public University Special
Adu's  lechaical  Adm's Technical _Adm's  Technica’
dlgh By 41% 321, 434, 277, 487,
Medium 30 37 52 41 60 29
Low 11 21 16 16 13 23
(50) (124) (50} (130) (30) (911

*This "effectiveness scale' is based upon certain items which may be
found in Appendix A,

Considerable variation in satisfaction is evident here. Whereas
some 60 percent of administrators In public libraries report a high
level of experienced satisfaction, their opposite numbers in university
and special library sectings are nuch less songuine, Technical sevvices,
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combined here to simplify presentation, exhibits much more consistency,
with those in public and special libraries ranking somewhat higher at
the bottom of the scale. On the other hand, librarians in technical
services in special libraries also rank highest (48 percent) at the
"high" end of the scale.

Within the technical service groups, those in cataloguing in
public libraries have the highest proportion (54 percent) of
librarians who are highly satisfied with their supervisors, followed
closely by acquisitions with 52 percent, while reference lags sub-
stantially behind with only 41 percent at this level,

Other data reveal varicus aspects of the librarian's feelings
regarding supervision. The following responses are based upon a
series of items relating specifically to the attitudes of librariaas
toward their own supervisors, as developed in their own workplace.
We begin with an overall evaluation of their immediate supervisors,

Table 2-10 "How well would you say your supervisor does his job?"

Librarians

Male Female
Very well 267, 217,
Faivly well 37 42
Not very well 37 36

(92) (286)

These ratings indicate that quite a large proportion of librarians,
about two-thivds, are quite well satisfied with supervisory-authority
relations, yet it is perbaps also significant that over one-third of
them rank such relations low in point of satisfaction. These data are
cather di{ficult to interpret, since comparable studies of reactions to
supervision in sirilai settings ave limited. 1In social work, we do
know that dissatisfaction with the length and extent of supervision is
widespread, the gencralization being that the more professionally
oricented a worker is, the more critical he is of existing practices.
Richkard Scott fceund that half his public welfare respondents thought their
supervisory relationship was a "good arrangement.' 0 1 "good" can
be compared with our "very well" rating, librarians fu our sample
appear to be considerably less satisfied than the social workers in-
cluded in Scoti's study.

Regacding closeness of supervision, with its implication for pro-

fessional autonomy on the one hand and bureacratic styles of control
on the other, we have seclected three items forsanalysis, The first
reveals the extent to which supervisors assign specific tasks to
library personnel. We are not arguing here that precise assignments of
work are necessarily dysfunctional, but rather that such a supervisory
style is generally regarded as inappropriate for professionally oriented
individuals, even in a bureaucratic setting. We will consider this
letter point in more detail later in the context of professionalization;
here, supervision is relevant mainly as an indication of the general

[: i%:« stoicture of authority in library orpanizations.
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Table 2+11 "How often does your supervisor clearly assign people to
specific tasks?"

Librarians Clericals
Always 347, 474
Often 35 29
Occasionally 21 18
Seldom or never 9 6
(372) (678)

lere we note that about 70 percent of librarians are usually or always
assigned specific work tasks: this suggests a system in which supcrvision
is characteristically quite close, which would certainly be unsatisiying. and
perhaps unacceptable, to many professionally oriented individuals. That sone
distinction batween librarian and clerical roles is maintained in the organi-
zation is suggested by the fact that there is a great dif{ference on this
variable between the two groups, c¢specially at the "always" level, In afl
fairuness, it should be noted here that this item probably had a positive
connoiarion to respondents. Such a response set wmay have iucreased the pro-
portion of "always'" replies., On the other hand, perhaps the fact that
librarians would regard such an item positively may be significant in {tsclf.

Our sccond facet of supcrvision, which again often differentiates pro-
fessional from clerical work , is the extent of emphasis upon deadlines. This
variable also provides another index of close supervision., In order to ensure
that deadlines are being met, supervisors must check periodically on Lhe
worker.?l  More important, such a tactic is antithetical in a professional
milicu where any regulation of a colleague's work is almost sclf-conscicusly
muted; and where pace, like quality and means, depends nainly upon the in-
ternalized standards of the individual concerned. Here again, however, we
find that librarians perceive themselves as being closely supcvvised., Moro-
over, and unlike tho previous response, differences between them and clervicals
are small,

Table 2~12 "How much does your supervisor emphasize the mecting

ay

of deadlines!

Librarigns Clericals
Great deal 187 23%
Tairly wuch 25 19
To some axtent 30 32
Comparatively lictle 28 26
(364) (662)

While a smaller propertion of libravians, comwpaved with clericals, check
the "great deal' category, when the first twoe categories are combined chi: ro-
sult is virtually identical for the two groups., Such data suggest not only
that supervision is often rather clese in the libraries in our sample, but
that styles are similar for both grow s,

The third among our battery of supervisory behavicurs is tne extent o
vhich supervisors criticize an individual's vork. Perhaps the only thing
wore difficult than dispensing criticism is giving advice. And, while the
feminine milieu of libravy work might, on the one hand, encouraze ~uted
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styles of criticism, it might also increase the sensitivity to it. Both
groups lhave been sexually differentiated to test this hypothesis,

Table 2-13 indicates that most respondents do indeed feel that supervisors
dispense criticism, which may in turn be defined as an index of close
supervision and an enphasis upen bureaucratic types of sanctions,

Table 2-13 Frequency of criticism by group supervisors

Librarians Clericals
Male Yemale Male Female
Always 97, 127 167 129
Often 22 20 23 17
Occasionally 40 37 32 38
So2ldom or never 29 31 29 34
(90) (280) (116) (561)

Combining the "always" and "often" categories, we see that about one-
third of our respondents experience a great deal of criticism, which might
very well explain the rather unexpectedly low proportion of positively
affective ties they have with their intimate work group, as shown later.

Since job satisfaction may be defined as the distance between one's
expectations and the gratification he experiences in the work situation,
it is intcresting to check once again the preferences of librarians re-
garding supervision. It should be repecated here that the nature of
supervision is perhaps the major variable in job satisfaction. This is
especially so among librarians for whom extrinsic rewards, such as eco-
nomic and prestige incentives are, as we shall indicate later, relativeily
veal, Une of cur items states, "People differ in the kiud of supervision
they like to receive., Some like fairly close supervision, while others
prefer very little, Pleese indicate the kind you prefer." We will usc
this item to suggest the dimensions of any disparity between librarians’
preferences and the reality of close supervision indicated in the pre-
ceding tables.

Table 2-14 "What kind ¢f supervision do you prefer?"

Librarians
Male Female
Wide amount of freedon 517 424
considerable autonomy 43 45
Mot verv concerned 2 7
Reasonably close supervision 4 O
(94 (292)

It is immediately apparent that most librarians, ideally, would pre-
fer a job situation in vhich they couid personally determine the pace and
the quality of their work. As some observers have found elsewhere in
similar occupations, woren are substantially less inclined to prefer a
"wide amount of freedom" in the workplace.
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The data suggest that there is some basis for occupational disen-
chantment in the library field. The overwhelming majority of librarians
want autonomy, which requires delegation, both in what onc does and how
he does it, yet our previous cvidence suggests a common pattern of exccu-
tive isolation and bureaucratic norms of supervision and control that
tend to inhibit widespread participation in dccision—making.22 One sus-
pects that the nature of the work in librarianship is very important in
explaining this condition. This proposition will be discussed later; at
the moment we are interested mainly 1. emphasizing authority structure
and norms rather than the related question of library techniques as thesce
condition brhaviour,

A significant aspect of organizations, particularly regarding moralce
and identification, is the extent to which small work pgroups exist and
flourish., Such groups have many roles. From the organization's point of
view, they constitute functionally-specific units whose cooperation is
necessary to keep the larger system going. They are also sub-hierarchics
which often reinformee the authority structure of the larger systom. In
this scnse they become instruments of delegation, whereby discrete work
tasks, directives, and rewards and sanctions are allocated throughout the
organization.

From the group perspective, however, things sometimes look quitce
different. Such groups become a means of amcliorating certain strains
that characterize most large scale orpganizations, One can, for example,
develop tics of sentiment and friendghip with m2mbers of a small work
group with whom one interacts daily.”’ He can develop group loyaltices
based upon shared technical skills and the collective product which pro-
vides the basic reason for the group's existence. He can exchanpge such
values as prestige, affection, and advice with other members. In the
restricted spatial and psychological context of a small group, botn his
relevance and his bargaining power may scem nuch greater than in the larper
organization.

Another vital aspect of this question deals with professionalization,
in two contextsz. Tirvst, if librarians become too closely identified with
their functional! reole, with their particular technical service, there may
be a tendency for the ¢ 1legial ethos, which is a central facet of pro-
fegsionalization, te sufice, Cohesion accoss the discrete specialized
areas of tne modern protession is a critical requisite of profession-
alization,

Sccondly, at another leve!, loyvalty to a given organization, as dis-
tinct from loyalty to one's occupation, has a similar effect because it
syinbolizes a tendency to honer professionalty irrelevant aspects of wvork,
e.g., work-place, friendly relations on the job, «limate, and geographical
location, wore highly than the work itself, Consideration of these lattes
points, however, nust be delayed until wo consider professionalization in
detail in Chapter 4.

For such reasons, the extent to which librarians and clericals perceive
themselves as part of a small group is worth analyzing., Our {findings should
also tell us sometiiing about the siructure of authority in librarices, as well
es about the extent to which such groups provide a scurce of job satisfaction
to their nembers,
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We look first at the extent to which librarians perceive themselves as
working in a cohesive social group. Eighty-two percent of librarians in
cur sample see themselves as members of such groups, and the proportion of
clericals is virtually the same. It is interesting that a significantly
higher proportion, 85 v. 73 percent, of women perceive themselves as
memhers of such groups, compared with men. When librarians and clericals
are asked why such groups exist, an interestirg difference appears. Four-
fifths of the librarians specify technical demands, compared with cnly
two-thirds of the clericals. Presumably the social and personal by-products
of work are more salient for clericals than for librarians, which isg
probably explicable in terms of somewhat lesser job comnitment, on their
part, a subject to which we turn later, The more yersoral eorientation of
clericals is apparent again in their responses to ¥ stem which attempts to
determine the major locus of their orientation at ork. The following
table shows the distribution fer both groups.

Table 2-15 Work orientations of librarians and clericals

Librarians Clericals
The public 127 6%
Self 3 2
Library as a whole 10 5
Own work group 75 88
(299) {529)

Although librarians are relatively more oriented than clericals to-
ward the public and the library as a whole, a strong majority of both
groups is mainly identified with its work group, i.e., its own service arca.
The intensity of this commitment is often revealed by data regarding inter-
group loyalty and resulting practices by members to help or protect other
memuers of the group. Such practices, of course, are common in groups of
many kinds and suggest the extent to wvhich the chief librarian, like ad-
ministrators in other contexts, is faced with a constellation of self-
consciovus groups rather than with a cohesive organization working toward
a single goal,

Such is the conventional wisdor in organizational thecvy. What is
the situation with respect to library organizations? Since interesting
ditferences appear between the two groups, Table 2-16 presents them
scparately:

Table 2-16 "Docs your work greoup band together to protect its

XD

members, etc.?

Librarians Clericals
Often 67 137
Sometimes 21 26
Rarely 33 27
Hever 40 34
(380) (. 68)
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Apparently, the kind of collective and protective stratagems uscd
in other organizations also occur In libraries, but tc a lesser extent,
As might be expected, given somewhat weaker commitment to the work than
to intra-group relations, clericals are significantly more likely than
librarians to protect individual members of their groups in various ways.
Here again, we may assume that the library organization is much like ociler
large-scale burecaucratic settings in which the work is quite specialired
and individuals tend to seek and find identification within a rore
human dimension.

It is instructive to analyse the specific kinds of pcotective he-
haviours found among library personnel., Table 2-17 lists the first
three in terins of frequency. Since the two groupe differ signifi-
cantly, the data are again presented separately,

Table 2-17

Rank

1. Sharing work to help 3 memberx

Librariars

Clericals

557 (105)

787 (258)

2. "Covering up" for absences, cle. 42 D 37 QIS
3. Working "Ly the book" to handle

difficult supervisors or clients 32 {22) 36 (04
“Columns do not total 100 here because a'l respondents reportad cach -

practice separately as lst, 2nd, 3rd, cte.

Although one can only speculate as to the precise reascns, it is
notevorthy that both the most comman group pro-tice and the greatest
diffevence between the two groups involves sharing vork to help out a
member vho may have fallea bLehiund., The significant difference betweon the
prcups suggests, however, that libuavians age fouewbet more inclined to
place task-oriented values over those of friendship. Lo ight be thought
that this rationale would Le controverted by the distiabution of the sceond
tem.  The explanation, hovever, is probably that c¢levizals, who usually
work under the supervision of o librarian, have fewer opportunities to
“"cover up" for & co-worker., Porhaps, also, for libraricws this preference
muediates a time-honwored prosessional behayiour: protecting a delinquent
culicague! Regarding worki g "by the book," one would expect that libra-
rians would be tess likel: to enpage in this practice, given their rela-
tively greater comnitment (o "service" ideals, ae will be shown later.

ilopetully, these data on authority, supervision, and small groups
have outlined the milien of the "typical” library crgarizetion, as ex-
perienced by some 1,100 sen ond women ir che field., We tvrn next to the
anpower component of the library occupation, dealing with the social and
educational backgrvounds of thiese in cur sample.
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Chapter 3

Social and Occupational Structure

Having analysed somc aspects of the organizational structure and
its climate of authority in the library field, we now turn directly to
its manpower and social aspects. Our central question, here and in the
next chapter,is: What kinds of people go into the ficld? How do thev
:ompare along various dimensions, including work role, service area,
zge, and region? And, finally, how do they perceive the organizational
structure in which they work? We shall continue to present data on both
librarians and clericale, wvhere comparison scems of special interest,

It {s important to note here that we have defined "librarians" as all
those who have either an undergraduate or graduate degree in librarian-
ship. '"Clericals'" are defincd as those members of library organizations
who do wot have a deerce in the library field. A large proportion (40
prercent) of ther, however, have college or university degrees of other
iinde and share, as wa shall show, to an unusval extent the occupational
attitudes and aspirations of their librarian co-workers. Once again,
vome of our data will be presented in the framework of couparative
social change, as we attempt to deal further with this question. Mainly,
nowever, we will focus on providing a general factual basis for a closer
analveis of the accommodation potential of librarians in subsequent

chapters.

We begin with the social eclags background of those in library
scievce.  ihis variable reiates to the capacity to accommodate to change
in scveral ways. Wc have seen that delegation and participation are
vital requisites of an adaptive organization. This is especially so in
occupations subject to considerable technological change, where a pro-
acunced "cultural lag" is likely to found betwoen mature practitioners
and recently-trained voung people. It s also particularly germane in
“ureaucratic structuves where {deas for change often come from exoecencus
‘orces.,  In the brozdest sense, delegation and participation provide an
atmosphere of healthy tension, in which fdeas can emerge and be tested
v advocacy and rebuttal, Sorfal class {s directly germane to this con-
dition. Yarlier resea.ch suggests that both the expectation and the
iemand for independence and parcizipation are positively associated with
:iass status.l in brief, tadividual preferences for an active role in
“he chanpe rrecess tend to rise as class stalus rises.

Parenthetically, resarding the process of change, it should te
neted that it usually arises {rom nceds that cmerge from the operational
or functional level., Significant change ofton seems to ewmcrge from the
con, but this perspective is often blurred bdecause of the confusicon be-
cween actual and what 1 bave called "meck declsion~makinc."2 New depar-
tures are necessarily lepitimated at the top, but technical demands
usuallv insure that their feasibility is largelv determinred by special-
istg, with the result that the final adrinistrative decision is often

assentfally rro form.

Another asrect nf soacial class is permane to technelogical change
and the accommodation potential of the library occupation., As noted
carlier, Hagen's formulations fnclude the proposition that fnnovative
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personalitics are the product of families which have experierced a pro-
nounced status deprivation. In stark outline, the shock c¢f this social
decline, produces a reaction against conventional norms and institutions
which culminates in innovation. Hagen's gheory is thus ‘ntergenerational,
and we may hypothesize that a deprivation of class status among our 1i-
brarian samples may inspire a sinmilar reicase from tradition with an
attending positive orientation toward change.

The gencral class distribution of librarians in our sample is shoun
in the following table:

Table 3-1 (Class status of librarians®

Upper-niddle 537

Middle 26

Lowcr-niddle 21
(388)

——— ittt e .

“Class status {s based uwpon father’s occupation
and education, using AL, Hollingshcad's method.

1t i{s fmpediateiy clear that librarians include an unusually high
proportion of people with upper-niddle class origins., Fully half of thosc
in our sample arc of upper-middle class status, i.c., their tathers arc io
professional, managerial, or proprictory roles. 3 Forty-five percent of
their fathers, moreover, have earncd college degrees or done gradoate
work. This is all the more remarkable since our sample includes onc=thirvd
of Canadian libravians whose fathers would not have cnjoyed equal chances
to carn a university degree, given the significantly smaller proportion
wf the college-age population «nrolled (v Canadian colle ges and vniversitics
corpated with the United States, both at that tire and presently.>

The velatively advantagcd social background ef librarians comparad
with tliose in other ginilar fields has often been remarked upon.
Teachers, nurses, socia. surikers, all members of similar bureaucraticalle
structured vecupations, itave less-favoured social origins.

“here has bcen some speculation that whereas most women in librar-
janzhip are of niddle class or urper-niddle class status, and have ex-
perienced a status loss Ly entering tae Zield, men in the field have
actually achleved social swbility by moving into the cccupatior. The
data presented in the {nllowing table tests this propositicon:

- - —— e

sApproxiately 12 percent of yvouth of colleze age are earelled in Canada,
compared with about 45 poeccent in the United States (197,
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Table 3-2 Social class origing of librarians

Father's Occupation Male Female
Professional 21% 32%
Managerial-proprietary 17 26
Administrative 31 25
Clerical-technical 11 4.4
Skilled 19 10
Unskilled 1 3

(94) (294)

The data for the professicnal and managerial categories show that
a significantly bhigher proportion of women have upper-middle-class ori-
gins, comparced with their male co-workers. Librarianship is indeed much
rore likely to be a means of upward-mobility for men than for women.
Fhis finding is related to the carlier corments on status deprivation
and innovative behaviour. Since 80 percent of librarians are women,
of whom some 80 percent enjoy middle and upper-aiddle class status,
we may assume that some degrce of status deprivation has occirred,
It is important to add that, even though thesc women may have experi-
enced sone status loss in beconing librarians, a women's class status
fe determined by her husband's coccupational role and, even if unmarried,
her class status is less likely to be dependeat upon her work role. If
this is so, the incentive towsrd innovation is not likely to be highly
developed among these women, insofar as it is a function of status loss.,

Fducational opportunity, of course, is closaly related to class
status and we are not surprised to find that people in the field have
an cxtraordinarily high achieverent level, as shown in the following
takle. This holds fer both librarians and clericals, which may explain
the sinilavity of thefr occupational values, as will be shown in Chapter
{,

Tuble C-3 ligheet level of education achievemaat in the library field

Librarians Ciericals
Grade-school 07. 27,
igh school 0 24
Sone college o 3
Colleze 3 28
Graduate w -k 97 13
(394) (707)

with only two exception:, FhoD.'s in lfbrary science, the graduate
deprecs are ali M.A.'s or M.8.'s {a libracy science. Almost 60 percent
of our sample have graduate degrees, while the remainder have either a
h.A. or B.S, in library scicence. Regarding the source of degrees,
the pattern is for cact metropolitan arca to draw about half of its 1i-
bprarians from a singi=n {nstitution in the irmediate area, and almdst ali
the rerainder frem schools in this reglon. For example, Atlanta libraries
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drew 55 percent of their staff from Emory; 51 percent of those in

Boston come from Sirmons; 62 percent of those in Toronto libraries come
from the University of Toronto., 1In San Francisco, the librarics draw

on a somewhat more broadly national basis, but even here, the University
of California and other Bay area institutions supply almost half of the
librarians in the sample,

Sigrificant regional differeaces appear regarding the perceived nced
for specfalized degreces in the ficld. <Combining the two highest scale

categories, "indispensable™ and Yvery important” we {ind the follewing
resjronses:
Agree
Atlanta 487
San Francisco 46
Toronto 31
Boston 25
(389)

This bicad range of responses s surprising, but we have no expla-
nation for it. 1t is a noteworthy commentary on the ficld's aspiralions
for professional status that 28 percent of these respondents indicate
that specialized training is either "not very important” or "umneces-
saryv."* This somewhat jaundiced view is reinfoiced by responsces to a
statcnent which suggested that Uibrary education has been too special-
ized, that, "toe many skills are taught that could be better learned on
the jobt.,' Fifty-four percent (N=290) agreed; 16 prrecent were "unde-
cidged"; and the remaisder "disagreed.”" Civen these views, it is not
surprising that alrmost three-quarters of the librarians racommend the
introduction of a loint subject-matter-librarian degpree,

ihe political fdentification of librarians in the sarple mav be of
faterest,  Althiough we have no precise way of dermonstrating its impact o
ozevnational values or ~erformance, if left-ef-niddle party fdentification
augrests a disposition vawird “liberal" change-criented values, as conteasted
with the presumably “conscrvative posture of those who identify with riviit-
of centre carties, the rilovwing data mav have sone siynificance.

PR

-~ e L e e it

“Perhaps the distance betwern litrarianship and che older professions
could be deternined bv puttine tic sase questicn to 2 sarmple of medicend
dectors or lawvers.
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Tablie 3-4 Political party affiliation

Librarians Clericals

Republican 9%, 16°,
Demoerat 34 2
Irdependent 33 23
Conscvrvative 7 6
Liberal 13 13
Socialist (NDP¥) 2 3 4

(343) (614)

*Naow Democratic Party

Although the distribution Ls skewed somewhat by the Atlanta respon-
dents, virtualiy all of whom would be Democratic, the main drift is to-
vard left-of-centre political idemtifications. The two right-oi-centre
vartics, Repullican aud Conservative, include only about one-fifth of
our respendents, while the vast majority prefer cither the more liberal
old-line parties o ithey assune aa "independent' political posture. A
small proportion of Canadians clect the NP, which {r considerably farther
ta the left than any Awcrican party. In line with politicual behaviour
ceacrally, a somewhat higher propertion, (18 percent) of women librar-
fars, coipared with men (14 porcent) identify themselves with right-of-
cervre parties. Also, woirn ave substantialiy less likely to present
shemaelves as "independents:" whereas 34 pervcent of male litrarians
are such, only 11 percent ¢f wonen so define themselves,

fire tvpe of education received by librarians s directly vclated
te the awcceptance of change, especially regarding systems concepts and
samputericed actemation, 1! {s well knowa that the undevgraduate major
of st librarians is In eftihec humaidtics, about 70 percent; history,
itout 25 percent; or secial science, which accounts for about 16 jercent.
(Some individuals eit more that one major, hence the plus-hundred
totat)y, Librarians in our sample are concentrated mainly in three
snrvice arcvas, administration (26 per:cnt) cataloguing (23 percent)
.nd reference (23 percent). Acquisitions is next with 14 percent
Tolloed by circulation, a peor fifth with only 5 percent, Two-thirds
a7 ttenm have had twe or rore jobs durfug their careers, and fully
thv coguarted: have pecn In thefr present job only onc-four vears.

iibracians, however, are rot disrributed egually arong eur three

tvpee of lTibraries.  Syucial iibrarics have the largest proportion (44
peveenty, follewed by universfty wvith 36 percent, with public tibraries
hasing 34 percent. iois difference, whiech mav be in part an artifact

Teur samale, scdins to be due to the significantly larger proportien
of o &l degrecs in special tibraries, compated with the other types,
Yuily 70 percert of thom have library degrces, compared with only 45
and 22 percent in the university and public settings, Regarding the
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overall ratio found between librarians and clericals, however, the dis-
tribution is roughly two-to-one *.e., clericals constitute 64 percent
of the sample and librarians ma,. up the remaining 36 percent.

For librarianship the implications of class and education include,
on th. one hand, a potentially positive situation regarding the aggre-
gate sum of expectitions for active participation armong its numbers. On
the other hand, the humanistic thrust of the typie: librarian's under-
graduate education may result in considerable resistance to technological
change. Morcaver, evidence in the preceding chapter suggests that dele-
gation, participation and preofessional development are often subordin-
ated to traditional patterns eof authority in the typical library organ-
jzation.® There is also the matter of the cxpectations regarding parti-
cipation of those in the field; apparcntly certain intervening varviables
are at work, including the extcnt of carccr cormitment of those in the
ficld; the "feminine” nature of the occupation; and the tendercy for
administrative roles to be moveopolized by men., With the exception of
sex, to which we now turn, we shall leck at these variables in the next
chapter.

It will astonish o ene that sur sample fndicates librarianship i=s
prodopinantly a wvoren's nccupation, «ith just under threc-quarters (73
perscnt) of our sample being female., The clerical simple has an cven
greater proportion of vomen, with 80 peveent. The implicatiocns of this
condition, which is again shared by other sinilar occupations such as
nursing, teaching, ard social work, will be discussed later., For the
ovent, e nrote that in relative terms, onlv nurses and clemcatary
terchers have a larger or sinilar proportion of women menbers. Table -5
indicates the distreibution (1960 aronpg the various "scrvice" occupaticns,
coutrolled for age.

Table 3-9% Percent Female in differeat age groups of sclected
occupations™

14424 25-34 35-44 45 vears

Neenpation [ears Yrars Years and Older
Al) professionals 517 297 33 407
Librarians 76 ¢ 84 93
Nursee 99 97 97 97
Sorial workers 67 3 61 72
Flementary teacliers 88 7 84 a3
Secondary teachers 59 34 43 53

*pata scurce: U.S, Census of Pepulation, 1969, Yinal Repert PO
<7t Characteristics of Frofessjonti wWerkers, Table 3, Siirpson o

ttes

Sirpron, "Woren atd turcouctacy in thi Scni-Professfcas,” v Virioni,
op. cit.. p. 211,

— e & — - -

Althovgh librarfanchip tanks third arenp the five cccupations
listed, wvhen compared with "atil prefessionals” it is elcarly & "feei-
nine’ cccuration.,  The hichiest rroperttion of w0t 1, ofeover, - tonnmd ia
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the 45-and-over category, which is suggestive given the assumed nega-
tive relalionship betwecen age and the acceptance of change.

Age is thus another structural factor which bears directly upon
the capacity and the inclination to accept change. In general, one
would expect that "traditionalism" would increase with age, perhaps,
in a lincar path,and such has been found in recent library studies.
Insofar as conflict is an agent of organizational change, which some
administrative thcorists insist, one .nay assume that age is relevant
liere too, with an increasing tencency o avoid interpersonal tension as
one matures. Any such tendency is likcly to be reinforced by the pre-
sence of a high proportion of wonen, armong whom conflict avoidance is
typically quite salient, Such factors probably mrurish blandness in
the typical library miiieu. Our data chould throw some light on these
hypotheses, Regarding age, we find the following distribution:

Table 3-6 Age distribution among librarians

Under 24 77
25 - 34 41
35 - 44 25
49 and aldor 27
(393)

wWhile the largest singie age group falls in the 25-34 category, it
is perhaps significant that over one-quarter of those in the sample are
49 and otder. Compared with their clerical co-workers, the librarians
are an Yold” proup, since fullv 45 percent of the former are under 30,
compared with only ene-third of the librarians.

Another facet of age and distribution, which has obvious irplica-
tiona for the attitudes toward change in the ficld {s that the largest
sitele proportion of degrec holders ie concentrated in two widely sep-
atated ace catepories: 26 percent of them are in the 2%5-29 category
and 18 percent arve in the 50 and over category, This kind of "genera-
tion gap" way result i, two quite disparate views of the nceds and the
desivabilily of autemation within the field, with older people less
inclined to accopt the nced for change. This proposition will be
checked in the final chapter by compirison of age and the acceptance of
change.

vher we leok at sinilar occupativnal groups, we find that librar-
jons have the largest proporticn of fewales over 50, and that with the
cxeeption of clerentary acheol teachers, the smallest proportion of men.
It te also mateworihy aiat, whereas the proportion of men in librariane
ship remati:s virtually constant acress all age groups, in all the other
ceonpations the preportion of males changes considerably., This suppests
*hat ale, unlike ferale librarians, tend to have a fairly continuous
carery pattern once thev enter the field,
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Table 3-7 Apc distribution of males and females in selected occupations™

14-24 25-34 35-44 45 Years
Occunation and Sex Years Years Years and Older

All Professions

Males 97 32% 27% 327,

Females 16 21 21 42
Librarians

Males 27 26 23 25

Fermalces 14 14 20 52
NurSsScs

Males 9 27 25 39

Females 15 25 24 36
Social Workers

tales 8 34 24 34

temales 9 19 22 50
v lementary Teachers

Males 10 43 24 24

Yemales 12 20 20 49
~ccondary Tcachers

Males 7 38 25 30

Femalces 12 19 21 48

*Data source: U.S. Census of Population, 1960, Final Report PC(2)-7r:
rharacteristics of Professional Workers, Table 3, Simpson and Sinpson,
e (‘_i__t_. . p.:lO.

It is also significant that in all these occupations, save nursing,
{fcmales outnumber males [n the highest age catcgorv, indicating that
wouren teud to drop out of the work force during the child-vearing stage
of their lfves and then return cnee thelr children are teen-age. Since
o smaller proportion of fibrarians tend to be married at all age levcls
this Inceutive {s not so yronounced amonp then., Yel, career disconti-
mudty is relarively high among 1ibrarians since, as the above table
shows, thev lizve the smallest preportion of women amoneg the variovs
carecra at ages 25-44. This rmav suggest a lack of career commitrent,’
vihich will be considered in the next chapter,

Ke tusn now to sore general nbservations about .job titles and
assipgnments within the library occupation. A comren observation in this
context i3 that job titles and descriptions are he.elessly unstandard.
izeu, {Scc Ayppendix C). Clericals, for exarple, ave called (among
vther things) libyrary assistants, sub-professicomals, library technicians,
cte. librarians also werk under a runter of different titles, often
characterieing sinilor responsibilities. (ur data suggest, too, that
specfalization within the field is rot quite as fully developed as in
many occupsations.  Just over two-thirds of cur librarians have had fro=
two to four different task or scevice assignments during thelr carecrs
This sayvs somethinrg about the skiil demands of tle various services,
and about bureaucratic assvsplions regarding the ¥nlerchangeanilits of
rarts of the litrarv ravrover apparatus.
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In view of such complications, we decided to ask cach respondent for
his job title and a description of his major task and responsibilitics.
This data provided the basis for the following categories of jobs among
our sample:

Table 3-8 Distribution of job categories among sample

Librarians Clericals

Head librerians 97 1%
Department head 17 1
Technical scrvices 61 3
Assistance librarians 9 1
Research specialists b 2
Library assistant .5 50
Cataloguing .5 4
senior clerk 6
Clerk 32
(393) (703)

This distribution gives us a good cross-section of the library
cratt, ‘ncluding administraters whom we want te analvse fairly finten-
sively, given their centrel role in the change proenss,

Me or two other conditions of lidbrarv work may now be mentionod.
A vital) question in all occupations is the exient to which a career
“adder exists to easure that one can, through hard work and related
tehaviour, antfcipate mohiggty, either within the organization or within
the occupation. One may adsume, despite the common lack of knowledge anon-
voung people regarding specific conditions in nost occupations that
talented reople will not knowingly enter an occupation that does not
offer this condition. Wr saw earlier that one of the characteristics of
library work, along with bureaucratic work generally, is that onz has to
renounce s task specialty and becorme an administrator te achieve maxi-
el caveer rewards. Anotiier going condition is that library directors
ate rarely chosen frovf within the crganization, which results in a good
feal of lateral mobi! v as ambitious individuals are obliged to move in
reder to rise. In some such context, we asxed our respondents whether
theyv agreed with the judegnent that no carcer iadder existed in the li-
brary fieid. Altheagh 35 percent "disagreed' with this statement, it
is tevhaps signiticart that the largest single proportion, 43 percent,
Yarreod” while 12 percent were Tundecided."

Avother related fiuding with sinmflar irolications, is that a
cettain propertion of librarfans feel tne’fectuay in thelr jobs, as
tedicated by the Tol’oving evidence: In reply to the staterent,
"ihe three things that disturb me most atout my present job are,"
libracfans ranked "feeling {freffectual” <hird. %

PR L e v A e e - o

Foverwor<ed” was renked first,
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A closely related structural factor of the field is the felt status
of the library occupation among its members. Is thelir orientation
aligned with the public's somewhat ambivalent perception of the fieta??
Whatever its basis, this factor will have considerable effect upon the
field, particularly in its ability to attract talented recruits and te
improve its prestige in the eves of the public, both of which arc crucial
elements in professionalization. The public rust, as Willian Goode
has shown, finally legitimate the claims oi any occupation to the mono-
poly of a skill, inde cndence, high income, and service ethic which de-
fine a profession.10 This legitimation, of course, is partly determined
by the morale and dedication and desire for autonomy exhibited by the
members of an occupation,

The implications of this cvidence ge far beyond the obvious ones
regarding job satisfaction., Unless librarians prefer an unchallenping
work situation, which scems rather unlikely for so highly educated a
proup, their responses suggest that the fptrinsic nature of their work
is not always inspiring. 1If this is so, the implications for profus-
sionmalization and guild control of the work process arc unfeortunate,
since they suggest that in basic social and occupational terms, there is
soine question about the need tor technical training in librarv skiils,
Moreover, if the work ftsclf is not challenging, then we may assume that
the expressed feelings of ineffectuality arc not lLecause of any inability
to do the work, but rather to a conclusion that the whole library task
is not accomplishing its lavger mission. The raot question, perhaps, is
onc of goals vather than of process.

I1n order to test this proposition about public legitimation, we
asked respondeats te answer the following item.  "Seoae observers believe
;hat professional librarvians and others vorking in the field do not re-
cefve all the respect thev deserve from the public. How do vou fecl
atout this?"

Table 3-9 Terceptions of librarians regarding
peestipe ranking of their field (N=397)

Sttonglv agree 19
Agree 33
visagree 24

-

Strongly disagree

It is clear fron this data that most iibravians tend to agree that
thie rublic has an inadequate apnreciation of their field, When e asked
them to rank the primary reasons for this condition, A2 perccat, in
three equal parts, close three reasons as being "rost important.,” Those
included lack of a strong national orpanization devoted to imnrovine
statue, pav, and standards; thst the technical skills of libraviaashi-
were too caslly acquired by othere; and that the public doesn't realle
henour the contemplative arts which Mbrorfans syebolize,

Ancther iten which asked responients to rank seversl occupitions,
including libearfanship reinforces this conclusinr, Ihe respenses pro-
duced the following scale of occurations, based 2aly upon thes canked
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first: medical doctor, 65 pcrcent; university professor, 14 pcrcent;
lawver, 8 percent; politician, 6 percent; bank manager, 4 percent;
busincssman, 3 percent; with the remainder ecattered about. Librar-
janship, however, was not included, and on'y appeared at the third
chofce, when it receives 7 percent of the total distribulion. One
other picce of evidence is germane herc: asked how the performance of

their own work group compared with that of other graups, fully 85 percent

of Jibrarians (N=369) said that it vas either the same (40 percent),

or worse (45 percent). In sun, it scems fair to conclude that

most libravians cexpericnce a certain sense of negativism and prestige
deprivation when they contemplale the status of their occupation, comp-
arced with other types of werk, This question will be considered in
nore detail later.

A rore significant condition from the standpoint of the organiz-
ation and the professional aspivations of the field is that "outsiders”
are apparcutly oiten assipned to do jobs for which librarians are spe-
cificaliy trainced, and they can, in some cases, at least, do thesc as
well as Jibrarians., In cataloguing, for example, there arc many subject
ficlds in which {t {s sometimes more felicitious to find someone with the
suhstantive knowledpe and then train his in cataloguing techniques,
ratles than the other vay avound, 1he other side of the coin is that
l{brarians are ofuen assiyred to do clerical tvpes of work, We thus
have a sicuation in which nany of the tasks can apparcatly be performed
b eiithicr trained or untrained people, and in which many of them do
a0t in anv case require oxtensive specialized training.

Cur libiarian respondeats document (his view., Asked "how essential

troi the standicint of tochnical cfficiency alone do you think a spe-
ialized dpgr ¢ in Illrar\dn'hlp isi'" 31 percent said 'mot very im-

polbnt” or "uvrneceszary,' wifle another 36 percent (the largest single
segment) fol# it was merelvy “desirable." Only one-third said {t was
"very fiportant' er "'udls,‘nsab}v " Meanwhile, a careful task analy-
2 af oine branch libraties at dolms Wpkins indicates that only about
5 pereent of the total wock requires trained librarians.!l The sur-
v o Bsed apoa over VL0090 observations of Vibravy use, found that abtout
35 jerceat of acvivity was spent In routine shelving, checking material
in and out, and keeping recoids on over-duss, fines, ctc,

b=

YT - sipaificarce of tnis situation is its implications for
i atxn1 upon shich we will touch here onl- hriefiv: If
Cibrare s are :ndccd of a izind that can bte easilv performed by uon-
13 1!1A71la, Lhu field's (lai:r to professional status becornes toot, sinc.
e cgrence of a proeiession is that its knowledge and {ts rethods te-
gqnise Goaa hard stads, ad cawmnt te practiced by anvone untrained,

not ondy Tecause of the difilenlte of the work, but because the health
and v lfare of the public vould be unserved, if not actually endanacrad
Toosuch oact Ten.

Al
1xolvzer ii
.' }

At this point, we ave =afals intercsted in (he extent to which the
sNitis of Hbrary soionce are indeed being pertforme? by clericals, and
the telate ! gquestiva vegarding the. peojortieon of 11 rarians who char-
arteristically perfores seme clerical tasks.  The 7otlowing table pre-

sente the situation amcae rmobere of our satri 0 o3 determined from a doet

¢l A0t Poe cintios 7L vact v, v lont oard Tie cotioal Yackereun!
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Table 3-10 Task assignments in the field

Assignment ' Librarians Clerical
All professional 61% 27,
Mostly professional 27 4
Professional-clerical 10 4
Mostly clerical 1 18
All clerical .5 73
(393) (703)

Although the overall distribution is probably not ideal, compared
with medicine, law, or university teaching, it does seem generally ac-
ceptable. I suppose the purist might insist that all, rather than some
60 percent of librarians should be doing only "all professional" tyres
of work. Yet, to find almost 90 percent of them doing "mostly" or "all
profesgional” seems a reasonable sijtuation, 1If there is some improvement
to be made fn work assignments, it may well lie in easing the substan-
tially more common teandency to assign women librarians to non-professional
tasks: fully three-quarters of isen (N=95) perform only prefessional
tasks, compared with only 57 percent of their female colleagues (N=298).
Moreover, at the level of mixed professional-clerical assignments the
proportion of women is three times greater. Sex has a similar cffect
among clericals where 13 percent of males perform all or most pro-
fessional tasks, compared with only 4 percent of women.

We turn next to the social organization of the library, and par-
ticularly the question of status differentials among the service areas.
A critical clement in any structurally differentiated occupation is the
status demarcations that characterize its component parts. Such demar-
cations have obvious implications for patterns of authority, prestige, and
morale, and they also give us an "insider's" view of an occupation. Lib-
rarjies diffe: along several dimensions, but certain discrete areas or
services are functionally necessary in all of them. Essentially, infor-
mation rmist be selccted, 1cquived, ordered, stored, retrieved, and
disseminated. In library terms, these functions are usually designated as
acquisitions, cataloguing, biblingraphy, serials, reference, administration
and circulation,

Fach of these functions tends, moreover, to become the technical
basis for the informal group structure which characterizes most modern,
large-scale bureaucratic organizations. In addition, and again as part
of a universal social process, such services tend to be ranked in some
hierarchy of status, according to their significance in the larger work
process, the relative prestige and income attached to those who work in
each, and any differentials in difficulty of preparing for and carrying
out the characteristic tasks of each service. An analysis of these
structural properties should be useful in understanding the incentives,
the reward and sanction mechanisms, and the adaptation potential of the
library as a social apparatus,

We saw earlier that 82 percent of librarians and clericals belong
to small work groups, as indicated by their responses to the following
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them: '"People who work closely together and develop personal ties with
cach other on the same or closely related tasks, are sometimes called

a 'work group.' Do you feel you are part of such a group in your present
job?" Library work is thus typically defined and experienced by those
who perform it as a group process in which individuals have an oppor-
tunity to develop friendship and to exchange values that can greatly
influence their evaluation of their work-role. Here again, we find
another factor differentiating librarianship from the older professions
in which the skill and the work tend to be performed individually. 1n
effect, the controls exercised over most members of the older profes-
sions are experienced symbolically, in contrast to the direct surveil
lance maintained by groups (and administration) in a bureaucratic environm=nt.

We assume that libravy groups will exhibit some of the character-
istics found in other bureaucratic occupations. For example, such
groups sometimes band together to protect or to assist one of their
members. As we saw earlier, about one-third of our respondents (N=1048)
indicated that their group engaged in such activity "sometimes,"
"often," or "very often.'" Sharing the work to help a harassed co-worker
was the most conmon form of activity (72 percent), although librarians
were somewhat less likely than clericals to engage in this practice. We
would also expect sowe differences between the two regarding their per-
ceptions of work groups and the kinds of identifications they develop
with them. The follewing table indicates ome such difference:

Tahle 3-11 Perceptions of the raison d'étre of work groups

Librarians Clericals
Work demands 80% 70%
Personal satisfactions 19 29
Relieve boredom 1 1
(299) (533)

Although both groups sce the work itself as the major reason for the
existence of small gy ups, a significantly higher proportion of clericals
cite personal ties and sentiments as an alternative. This is probably a
function of relatively lesser commitment to their work, as well as a
preater desive to establish friendships on the job, compared with lib-
rarians: 38 percent of them rank this value as "very" important, "ex-
tremely" important or "indispensable,'" compared with 29 percent of
librarians.

Work groups are usually small. They bring together people who
share the same skills and teud over tiwme tov develop unity and normative
consensus through interaction and various kinds of rewards and sanctions.
Group relationships also help to ease feelings on anomie and ineffec-
tuality that may attend work in a large bureaucratic setting., For such
reasons, we would expect a large majority of our respondents to have a
positive view of their own work grcup. Tables 3-12, 13, and 14, however,
indicate that this is not always the case.
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Table 3-12 Affective orientation toward work groups

Librarians Clericals
Positive 597, 58%
Neutral 25 25
Negative 16 17
(235) (372)

Somewhat surprisingly, both groups share similar normative orien-
tations toward their groups. Since librarians, as we have just sccn,
view the group in more pragmatic terms, and usually play a supervisor's
role in it, one might assume that they would have a less positive
valence toward their work groups.

Two factors seem germane, We indicated earlier that our respon-
dents were quite negative regarding the performance of their own groups.
We also know that close, highly-structured supervision occurs and is
often resented, although this varies with the class status, educational
level, and professional aspirations of the individual. Although most
respondents are generally satisfied with their supervisors, as measuraod
by their combined response to a battery of several items, it could well be
that certain discrete supervisorial behaviours might still prove dis-
turbing. Close, critical supervision, highly-structured intra-group
relations, and frequent setting of deadlines might be among these. 1In
effect, there may be a relation between these factors and the rather
high proportion of "meutral" and "negative" responses in Table 3-12.
The following tables give us some supporting evidence.

Table 3-13 "How well does the performance of your
own work group compare with others?"

Librarians Clericals
better 147, 147,
Same 40 50
Worse 46 36
(369) (674)

Here is a clear indication of some disenchantment with one's im-
mediate work group, which, in many bureaucratic settings, is a major
source of identification for workers. Librarians, moreover, are signif-
icantly more negative than their clerical associates., There are almost

" no differences between men and women in this context.

O

Onc possible explanation deals with the fact that librarians do not
place a high priority on making "close friendships' on the job, Only 14
percent say this value is "extremely important,' compared with 29 percent
who say it is of 'little importance.' Arnother 42 percent say it
is only "fairly important,” the next-to-the-lowest position on the
scale, If this is so, the intimacy and empathy offered by small-group
associations might well have less salience for them.
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This negative view of their group stands in sharp contrast to the
generally positive response we receive on a scale measuring 'confidence
in-the organization," as defined by 12 items concerned with the quality
of supervision experienced by respondents., Table 3-14 shows the dis-
tribution:

Table 3-14 Confidence in the organization

Librarians Clericals
High 437 49%
Medium L4 ‘ 38
L.ow 14 13

(367 (638)

These data, which are almost precisely the opposite of those in
the previous table, are very hard to explain, especially since they
deal with closely related situations. Perhaps we can only conclude that
it is possible to have high morale without high productivity,

Some other evidence on this general point is provided by data on
the extent to which our respondents perceive their work group as being
“structured" in terms of authority and interaction. Table 3-15 shows
the distribution of values:

Table 3-15 Perceived extent of '"structuring'in work group

I.ibrarians Clericals
High 20% 9%
Medium 68 74
Low 12 17
(271) (364)

Here again, librarians tend to sce their work group in less favour-
able terms than clericals do.* Given their favoured class backgrounds,
librarians would tend to be more sensitive to any structuring that did
exist, especially {f .. resulted in decreasing chances for participation
in decisions affecting the group. This attitude would probably be most
pronounced among women, who, as shown earlier, generally have more ad-
vantrged class backgrounds than their male counterparts. This notion
has only one disadvantage; the data do not support it: the degree of
perceived structuring is the same for male and female librarians.

The next table identifies the major sources o9f such discontents
vith library organizaticn and its functions.

*We say less favourable' here on the assumption that highly educated people
prefer considerable autonomy in the workplace. That this assumption may be
untenable is suggested by Table 2-4, which indicates that just over half of
the librarians iu cutr sawple prefer "fairly' or "highly" structured
authority relations.
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Table 3-16 '"The three things that disturb me most
about my present job are:;"

Librarians Clericals
First First
"I am overworked" 50% ""No challenge” 497
(262) (462)
Second Second
Resistance to new 33 "1 feel ineffectual® . 33
ideas" (178 (303)
Third Third
T feel 1ineffectual 16 "1 feel incffectual” 27
(84) (165)

t

We can, in effect, feel quite secure in generalizing that these
four problems are the major ones confounding librarians today. There
are, however, a few significant regional variations. Librarians in
Atlanta, for cxample, chosc "overworked" as their first discontent by a much
wider margin, compared with those in the other areas. Another substantial
disparity found one-third of the Boston sample electing "I feel ineffectuzl"
as the second major problem, compared with only 11 percent in Boston, with
San Francisco and Toronto midway between. Status gradations among the
various services are another aspect of library work and organization which
should prove useful in understanding the social structure of the occupation.
Our initial assumption, based on other organizational experience, was that
c@rtain services would not nnly be "more equal than others," but that we
might well find rather different kinds of individuals working in each.
The instrument designed to test these propositions consisted of a set of
jdeal job elements juxtapvused against the several functional areas of
library science. Llibrarians were asked to indicate the service area in
which they had the "best" "s:zcond-best" and "least" chance to achieve
cach job value. 7Table 3-17 indicates the resulting distributions,

Table 3-17 génking of perceived opportunities to achieve
selected job values, by service area (N=322)

Job Value Best Chance Sccond-Best Least
Prestige Admin. (597) Ref. (35%) Circ. (21%)
Friendship on

job Ref. (32) Ref. (22) Cat. (22)
Innovation Admin. (46) Acq. (25) Rare books (21)
Helping clients Ref. (71) Circ. (51) Cac. (29)
Increasing

knowledge Ref. (29) Ref. (25) Cirec. (19)

Although the degreec of support varied somewhat, there was in every
case a consensus of these rankings among male and female librarians.
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These data indicate that distinct gradations exist among the various
services in the typical library, with administration clearly regarded as
the main avenue to prestige, and with reference being the most valued
area for achieving such types of gratification as service, friendship
and knowledge. Also, in the significant area of being able to introduce
automation and reclated changes, administration again ranks first. The
central role of administration is confirmed by data from another item
which asks, "In.view of your own work experience, please rank the three
major inadequacies in your education and training for librarianship?"
The "need for a background in administration" was marked "first" by the
largest single proportion of respondents.

In designating administration as the primary role for legitimating
change, the working librarian's perception of the internal structure of
power in his occupation seems clear and accurate. The power to accept
or reject automation is seen largely as an administrative prerogative,
rather than the result of decisions made by technical specialists in the
organization. Needless to say, this is an over-simplification, since
the director necessarily reiies considerably upon the advice of experts
in coming to such a decision, yet tha librarians' judgments suggest
again that the authority structure in libraries is essentially bureau-
cratic rather than eollegial and disciplinary.

The high ranking of administration as a2 source of power and an
avenue of prestige is characteristic of similar occupations where the
prevailing reward structure usually requires individuals to abendon
their primary task if they hope to achieve substantial increments of
pav, power, and prestige. In sociological terms, a displacement of
vulues and roles occurs in which craft activities and norms are shifted
1o bureaucratic ones. It seems that the intrinsic nature of work in
such occupations as wursing, social welfare, lowar-school teaching, and
librarianship is the most decisive factor ir this process. Tasks tend
to be specialized, repetitive, measurable, and subject to evaluation by
ovtsiders. As we have seen, library work itself is essentially a col-
lective aperation in which tasks are (and can be) specifically assigned
by supervisors (70 p. "cent of librarians and 78 percent of clericals
indicate that such is the case). Librarians, moreover, do not own the
buildings, equipment, or books with which they work. Nor do they have
strong collegial organizations which might provide a counterpoise to
their local bureaucratic dependency. This conclusion, which will be
discussed 1int more detail in the following chapter, is based in part upon
the [act that 53 percent of librarians agree that "a librarian's loyal-
ties should be with the organization employing him rather than with his
particular service." Another twentv percent were "undecided." This
attitude seems to symbolize a '"local" bureaucratic orientation. 1In cf-
fect, both libvrary work and the occupation lend themselves to hierarchi-
cal, bureaucratic structuring.

This condition, in turn, tends to magnify administrative roles and
values. 1In comparisen with such professions as law and medicine, whose
members tend to practice cheir craft individually, to control the ccndi-
tions under which they deal with clients, and perhaps most significant,
to practice their skills throughout their carecers without being obliged
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to enter the administrative track to secure exceptional rewards, librar-
ians are disadvantaged. In effect, in bureaucratic occupations, i.e.,
those in which the work is not carriced on under most o the cornditions
just outlined, the prestige and emoluments of the primary functions tend
to be strongly challenged, {f not surpassed, by secondary bureaucratic
values and roles,

Having analysed some of the structural chara:teristics of the 1i-
brary occupation and its organizational milieu, we will try to determine
in the next chapter the values and expectations of people in the field.

In sum, we are concerned next with the extent to which the prevailing
structure aud procedures of the library field meet the expectations of its
highly-educated, mainly female, members.
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Chapter 4

Qccupational Values

As we have seen, library work and its organization are typically
bureaucratic. Tasks are specifically assigned; work is performed in
groups; supervision is close and often critical; authority tends to
flow down formal, hierarchical channels; administrative roles are
prestigious; and there is the usual displacement of values from task-
oriented activities to administrative ones. Given this legal-
rational system, which is effective in many ways, it is interesting
to speculate about the personal and career values « those who work in
it. TIs there generally a nice compatibility between organizational
structure and personality, or are librarians often frustrated by the
conditions they experience in the going system? Since occupational
values are directly related to professionalization, we shall also con-
sider this question at relevant points.

We begin with a general over-view of the kinds of values members of
the occupation seck to express through their work. Occasionally, for
comparative purposes, we include data on both librarians and clericals,
as well as information from similar occupations. Our first table pres-
ents eight typical values; they are ranked from left to right in terms
of their salience for members of our sample. (See Table 4-1 next page)

Here, perhaps, is the most dramatic proof that librarians and cler-
icals share very similar occupational values, in the sense that the over-
all rankings of each value are quite similar. Only in the somewhat un-
expected area of "contributing to knowledge" do the values of clericals
seem out of context. That they rank higher in neads for salary and
friendship is consistent with earlier evidence about commitment and
work group identification.

Here again, the low ranking of friendship-on-the-job needs by
librarians, in addition to explaining their ambivalence toward their work
groups, also suggests that many librarians may be more comfortable work-
ing with books, etc., than interacting with others. The top ranking of
"beivg able to do wor that is personally satisfying to me'" adds fur-
ther support to this piuposition. The low ranking of "external" rewards
such as salary and prestige indicates that librarians tend to place a
high value on "iatrinsic,'" highly personal gratification. The high
ranking of "helping people," which at first seems to contervail this
judgement, may reflect instead a detached service orientation, rather
more than any personal concern with clients. Psychological research has
pretty well established the fact that considerable occupational seclf-
selection occurs on the basis of personality needs and one suspects that
librarianship draws into its penumbra a substantial proportion of men
and women who have what T have called elsewhere an "ambivalent'! pattern
of accommodation to their work environment. This organizational role
type is marked by great tension between job ideals and experiences.

The question of sex differences among value preferences seems vital,
given our earlier comments about the significance of its largely femi-
nine work force for the library field. In the main, however, regarding the
overall ranking of value preferences, there is a great deal of continuity
between men and women, Within cach value certain differences appear which
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iudicate some aspects of the influence of women upon the occupation.
The following table presents such differences for the various job values,
for librarians only.

Table 4-2 Sex differences among selected occupational values

Proportion ranking '""high"

Male Female Difference
Developing new programme 58% 40% -187%
Prestige : 30 16 -14
Contributing new knowledge 61 49 -12
Making high salary 30 20 -10
Using new methods 55 55 ‘-
Friendship-on- job 10 15 5
le ping people 64 72 P
Personally satisfying work 88 91 v

(94) (291)

We saw a moment ago that librarians were characterized by a clear

preference for "intrinsic" kinds of job values. The evide «  in this
table indicates that a primary effect of the feminine comy 0 o is to

intensify such values. 1In stark quantitative terms, the ia.  that some
four-fifths of librarians are women, makes such values per ively deci-
sive and decisively pervasive, especially since the imen wh . nter the
field also share them, though with less intensity.

'The distribution has obvious implications for the ac viation
potent.ial of the field, insofar as a receptive work forcs . vital
ingredient in introducing change. The essential message table
way ber "1f automation is to occur, men will probabl ! do it."
“we of the largest differences occur in the areas of c¢. . ‘ng new
knowledge end developing a new programme, both of which rener-
nlized attitude toward innovation. This suggests again . o+ vast
mafority of librarians. i.c., women, have a tenuous corwi: r to

change and innovation, 2agar ing modernization, i.e., the introduction
of new methods, ihe p.eferences are precisely the same, but the fact
tinat a bare majority (55 percent) of both groups rank this value '"high"
hardly suggests a passfonate devotion to automation, systems thecory

and the related innovations confronting the field.

he well-documented characterization of librarianship as a “service"
vecupation is borne out by these rankinps which place “helping people"
cocond. Widespread awareness of the need for autninated change is evident
in the high ranking of "intvoducing more modern methods of defng the
job.'"'  The fourth-ranking value, "contributfon to knowledge," is again, at
lcast partly, a “scvvice" type of Incentive, as {s number five, “devel-
oping a new collection." Our earlier observation about the signifi-
cvance of work groups as Instruments of personal ties is strongly chal-
lenged by the bottom ranking of "developing friendships with people I
work with."

In sum, with the possible excention of concern with introducing new
[SRJ!:‘ rethods (which will be analysed in detail in Chapter 5), this hierarchy
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of values is consonant with time-honoured conclusions regarding member:

of the occupation., As Naegele and Stolar found, "ideals of service to the
point of self-sacrifice are prominent among librarians."”® This orienta-
tion moreover, is bifurcated between the librarian's client and his role
as a guardian of accumulated wisdom, Thus "librarians become represent-
atives and servants of a certain stream of cultural accomplishment and

of a special type of social organization."

It should be added that the "helping" orientation found here is
equally, {f not more, prevelant among other similar occupations. Nurses,
for example have very strong '""service" motivations. As one study con-
cludes, "love of people and particularly the urge to aid the helpless is
firmly establlshed as a pervasive motive for nursing and as the greatest
satisfaction"™ found among its members.

Socfal work,too,is characterfzed by a strong client-oriented,
service ideology. As one ohserver maintains, social work "will alwags
have an element of the subjective, the personal, and the emotional."
This condition, moreover, is widely recognized as being to some extent
inapposite to the occupation's desire for professionalization. Teachers
arc similarly selfless in motivational terms, Research on over 3,000
elementary schooal teachers, almost all of whom are women, found that 78
pereent chose "intrinsic'" rewards such as "knowing I have 'reached'
students," compared with only 22 percent who chose "extrinsic'" and
"ancillary" regards, e.g., salary, prestige, and job security.” These
preferences are very similar to those wh have found for female librarians.
Indecd the figures on prestige and salary arc almost identical. Another
finding in which 60 percent of librarians cited "the chance to realize
my own interests through my job'" as the major satisfaction derived from
their work, reinforces this conclusion,

Regarding the special nature of this service incentive, Simpson and
Simpson note that it is different from the .deal-typical relationship of
professional to client (as seen, for example, in doctor-patient relacions)
which is impersonal and instrumental. 1Instead, ''the service orientation
i{s . . . an emotionally ‘elt humanitarian urge to give of oneself, to
relate in an intensely personal way to the recipient of the service."

In such terms, librarians seem to rank somewhere between medical
ductors and nurses. They do receive mucnn of their work gratification in
the response of the client, as contrasted to the satisfaction coming from
the skill performed. As one librarian put it, "I like being on the
information des¥, feeling that my mind is so sharp 1 can just go and get
the books immediately to answer people's questicons, and seeing the relief
on their faces as I solve their problems."8 Yet, librarfans often
maintuin some social distance between themselves and their clients,
Naturally, this generalization relates to the typical librarifun role and
not to the range of tehaviours characterfstic of any set of [ibrarians.
Here, again, the equilibrium reached in any specific interaction between
these two poles of impersonality and empathy is suzely affected by the
large proportion of women among librarians, which would seem to increase
the probability of an affective style of accommodation.




Our data tell us something about this question. When sex is
controlled, we find the following differences regarding the service
orientation, as measured by the "helping people" item.

Table 4-3 Sex differences in service orientation among librarians

Importance Male Female
High 647, 72%
Medium 16 13
Low 20 15
(94) (291)

The data reveal a valence that will appear fraquently in this
chapter: the higher preference of women for intrinsic gratifications
in work, compared with men.

Closely allied with the individualistic "helping ovientation," yet
more widely diffused is a satisfactfon which may be called "social
utility." Here the source of gratification is the feeling of contrib-
uting something useful to society viewed collectively. When asked to
rank the most important satisfaction they received from their work, 30
percent (the largest single proportion) of librarians chose 'the chance
to do soniething socially useful through the library." It is important to
note here that sex was again a significant differentiating factor. In-
deed, when males are considered alene, '"social service" is displaced as
their first choice (42 percent) by building a new programme. The com-
parative figures for "social scrvice"” were: females 32 percent; males,
25, The combined total was great enough to make '""social service' the
first choice, followed very closel; by '"building a new programme.'

Another insight into the career perspectives and general normative
orientation of our respondents i{s provided by their responses to a
single ftem regarding their total life activities.

Table 4-4 "What activities in your life give you the most satisfaction?"
Activity Librarians Clericals

Male Female .Male Female
Family 347 507 347, 607
Leisure 24 24 34 19
Carcer 37 21 20 12
Social-Political 2 4 6 2
Religion 2 2 7 7

(90) (292) (109) (554)

Here it seems, we have dramatic evidence thut a rather marginal ca-
rcer commitment is characteristic of the librarv field, especially among

female librartans and clericals. This difference, by the way, is onc of
the few in which \ie two groups diverge significantly, Family activities
rank first in . .moet all such analysis, as is truc here, except for male
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librarians, but the activity most commonly ranked second is career.¥ Among
librarians, however, combining men and women, we that career is the second
most valued activity, but it is strongly challenged by leisure. Here again,
sex is a very significant intervening variable: Among male librarians,
career is ranked first, although by a narrow margin over family, 37 percent
against 34. Female librarians, (N=292) on the other hand, rank family

first by a wide margin (50 percent), followed by leisure time (24 percent)
and carecr with 21 percent. Thus we may say that over 80 percent of

the library work force give their careers only thivd priority among their
life activities. The implications for professionalization are clear.

The tenuous degree of carcer commitment revealed here can be
checked by other evidence regarding motivation and job satisfaction.
Conceptualizing a career in two stages, the first of which involves
the decision to enter it and the second one's subsequent experiences in
the career, we asked our respondents to indicate their motives for enter-
ing the field and whether they would make the same decision again. Theix
responses are presented in the next two tables.

Table 4-5 "What is the main reason you became a librarian?"

Incentive

T just drifted into the field" 32%
] have always liked books" 28
"Always regarded it as a sig-

nificant field" 26
"other' , 14

(371)

These data fndicate that the largest single proportion of librarians
came into the field without any systematic evaluatfon or knowledge of itz
potential, Such a basis for caveer choice is not uncommon for young men
ang women with liberal arts degrees in humanities and social science who
are not,in the popular phrasc, “trained for anything." The resulting
cccupational perepective is well characterized by the following comments
of one of our respondents, a bright young Canadian woman, working in a
special library. "I werted a geod-paying job where I didan't have to spend
my evenivrgs preparing for Zhe next day's work (e.g., teaching)., Tts
8:30-4:30 and 1 ran Yock the door behind me and forget it until the next
mornivg--and it pays very wellf"

Turning to the second car~er stage, the actual job experience of
ttose in librarianship and thedr rcactions to {t, we find the following
condition:

——

*1 did find, however, in a study of pritish Europcan Ajrvays, a public
corporatfon, that its executive-level employees ranked '"leisure' above

Q "
Lcareer.
ERIC
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Table 4-6 "If you could do it over again,
would you choose library work
as a career?

] Librarians Clericals
"Yes" 34% 43Y%,

"No" 66 57
(385) (643)

Fully two-thirds of these librarians would not chose the same ca-
reer. Clericals for reasons which probably include low job involvement,
ars significantly less alienated from the field. The main drift is
clear enough, and the main question is what are the major factors
accounting for this rather marginal identification with the field?

Some evidence regarding this important question is provided by re-
sponses to an open-ended item which asked for a detailed explanation of

their disenchantment with the field.

Table 4-7 Reasons for disenchantment with a library career

Librarians
Male Female
"Interested in a new ficld" 387 419,
"Work too clerical and mechanical 25 29
"Prestige too lowW' 13 8
"Work too isolated" 6 10
"Low pay" - 4
"other" 19 8
(16) (249)

The most frequent reason given, "inturest in a new field,' {s not
very helpful, alth <h 1t does suggest that library work is not gener-
ally found to be sui.fciently demanding. This conclusion i{s sustained
by another finding, namely, that a significant proportion of librar-
ians (3% percent) do not find thelr present job "a real challenge."

On the problem of low prestige, we saw ecarlier that 1librarians did
not rank their occupation very high in a scale which sought to determinc
their perception of the public's attitude toward the field, A sirilar
attitude is showm by their responses to the following item; "Some observ-
ers believe that librarlans do not receive all the respect they ceserve
from the public. Row do you feel about this?" Seventy-three peircent

"apreed," and cited as the majcr reason that "the public doesn't really
honour scholarship and reading . . . which we symbolize."

These explanations for experienced career disenchantment and the
rather haphazard carcer selection and motivation symbolized by the " just
drifted into the field" item {s punctuated by another negative incentive
¢ited by Bryan {n her study of public librarians. Sixteen percent of
her respondents indicated that fear of being able to do well in other
flelds had been their mrin reason for entering librarianship.9 The

[ERJ!:( uncertainty with which & library carcer is sometimes undertaken s
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again apparent in data showing that people tend to enter the field at a
relatively advinced age, often after a year or two of experience in’
another field.l0

The tendencies toward career ambivalence revealed here are sugges-
tive in two contexts: The capacity of the occupation for change, and
the extent to which the aspirations of librarians for professional
status are coansonant with modal career patterns in the field, the char-
acter of library work, and its organizational setting. Our rationale
for going into the well-ploughed field of professional aspirations is
that it is directly related to the capacity of library science to adapt
creatively tr he challenge of automation. In some ways, a continuation
of the fielc traditional definition of and concern with "profession-
alization" may reduce its capacity for nceded change,

"Professionalization'" of course, has many connotations and cer-
tainly the concept is very loosely used in North America. As current-
ly used in 1library publications the term often has a somewhat re-
stricted meaning, focussing on the economic and jurisdictional bene-
fits of professional status for its members.* This "bread-and-butter"
thrust is clear in the following resolution presented b{ the Association
of College and Rescarch Librarians to the ALA in 1969:1

Whereas academic librarians must have:

Rank equivalent to other members of the teaching faculty;
Salary equal to that of other members of the teaching faculty;
Sabbatical and other leaves;

Tenure;

Access to grante, fellowships, and research funds;
Responsibilities, for professional duties only;

An adequately suppcrtive non-professional staff;

Appointment and promotfon on the basis of individual
accomplishment and involving peer evaluation;

Grievance and appecal procedures available to other

members of vn2 academic commnity and involving pecer revicw;
10, Participation of all librarians in library governance;

11, Membership in the academic senate of their institutions,

or other governing bodics;

W~ D DWN —
. .

(Vo]

Thercfore be it resolved that the Association of College and
Reegearch Libraries and the American Library Association adopt
as their official policy the support of these standards for all
academic librarians and professional rmeans, including:

1. Censure and sanctions (and)
2, Accreditation of libraries.

Similarly, tldred Smith writing atout the newly formed California
Librarians' Assocfation, says; "There is no question about the growing

*1 am not, of course, making any judgment about the justice of suct
claims, but merely noting their maiu drift, in the context of current
library definitions of "professionalization.”




demand on the part of librarians for higher professional standavds,
better status and benefits, and a_more prominent role in improving
library service and collections."1? Elizabeth Stone provides a

broader approach in her research covering 138 librarians: 'library
administrators must develop a place for professional growth. This is
the only way to retain the staff, satisfied and eager, on a high level
of professional standards.”13 Stone is probably correct in concluding
that outdated attitudes and methcds sometimes characterize library
administrators, but, once again, there is little emphasis upon the
nature of library work and the attending bureaucratic setting in which
it occurs, as these relate to professionalization. Delegation, partic-
ipation, growth, better utilization are all proper objectives, but the
central question remains, it seems, precisely what kinds of substantive
tasks exist to be delegated? Do they meet the minimal requirements of
a profession? Can library administrators, even with the best will in
the world, provide a challenging work milieu? I, as she finds, a large
proportion of librarians are seeking such an enviromment, can their
aspirations really be fulfilled through library work in a bureaucratic
arena?

To some extent, these authors symbolize the traditional orientation
in the field, which often focuses on the derivative bencfits of
professionalization, without sufficient erphasis upon the operational
conditions which ultimately determine whetlier or not an occupation can
achieve professional status. The critical matter, in effect, is not
whether librarians want professionalization, but whether the intrinsic
character of the work they do and the setting in which they do it have
the attributes of a profession.

One by-product of such a definition is a neglect of emerging changes
in the character and conditions of participation in library science.
Surely the challenge of automation and its new skill groups cannot be
best met by a concern over fringe benefits and increased participation in
organizational decision-making, Contemporary librarianship must instead,
if possible, co-opt information science into its own orbit and, if this
proves impossible, i1 -wst at least wholehcartedly join the information
science movement. This again is why the values of the field and {ts
attending capacity to redefine its functional contribution are so
critical. Our conclusion ls that necessity here is indeed a virtue,
since only by some such appreciation of its future can librarianshjp
hope to sccure for itself more of the conditions of a profession, in-
cluding control of the vital policy matters now emerging in the field,
'Tne new techniques and their mastery provide a knowledge and a mystique
that the field has never had and perhaps could not, (by {ts nature), hopc
to achieve,* '

However, we are anticipating a bit hLere. At the moment it is better
to continuc with the evidence underlying such conclusfons, 1he litera-
turc of librarianship establishes beyond doubt its long-standing concern

*The implic :.ions arc obvious here for the role library schools must
assume, and the furdamental curriculum changes which must occur,
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with professionalization. Let us accept this generalization, but re-

define the question in the context of the essential nature of the field,

the values of {ts members, and the setting in which their work is done.

Otherwise, we face the danger of considering professionalization in a -
vacuum,

Having considered certain attitudes of librarians, their pervasive
service orientation, some aspects of their career commitment, and the
kinds of values they hope to realize through their work, let us now
turn to other related evidence regarding professionalism.

In order to provide an overall view of our respondents' status re-
garding "professionalism' we built a scale, comprised of five values
often identified with this variable. Table 4-8 provides the distribution .
for librarians, controiled for age, region, and service area. See
Table 4-8 next page).

Looking across the table at the "high" level, it {s immediately
apparent that cataloguing and acquisitions have the largest proportion of
professionally oriented librarians. Within these two settings, public
iibrarfans have a significantly higher proportion than those in universi-
ty or special milieux, Administrators in public libraries have the
smallest proportion, followed by those in circulation in special librar-
ies,

These data have implications for the acccemmodation potential of the
field. We saw earlier that administrators have the decisive role in
carrying out change. Yet, we find here thav administrators rank lowest
«n professionalism, some of whose values are directly related to the
+111l and capacity for innovation,

Reparding rcgional differences, our analysis of the "high'" category
reveals the following distribution:

fable 4-9 Roglonal distribution of professionalism, by type of activity
! Proportion ranking "high'"

Acquisitjons Administration Cataloguing  Referunce

Atlanta 127 137 87 7%
Bosten 36 20 28 22
San trancisco 22 30 27 25
Toronto 30 37 36 46
(7N (56) (110) (68)

llere some dramatic variations appear. Toronco enjoys an impres-
sive advantege in three of the four services, while Boston has the
largest proportion of professfonally oriented staff in the arca of
acquisitions. Atlanta ranks extremely low fn all categories, ror rcasons
which may become clearer when we look in more detail at job satisfaction
and related valurs.

Professionalization {2 also closely related to the question of
change in the sense that change usually requires control of Loth a gfiven
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sector of knowledge and those certified to practice it. The older pro-
fessions are an odd admixture of individualism and strong collective
sentiments. Both the personal internalfzation of norms of performance
and strong collegial ties seem to be required. Corollaries of these -
values include a desfre for autonomy in owrk, which is to be evaluated

only by one's peers, and a strong career or task commitment. We have

seen that commitment is a somewhat precarious value among librarians and

that, while collegial sentiments may be present, they are not strong

enough to overcome the control of the librarian at work by the burcau-

cratic hierarchy. In this general context, the desire of librarians for

autonomy has direct implications for professionalization and the capac-

ity for change. By "autonomy" we refer to the desire for independence

in the job setting, for self-rcalization through one's work, and for

the chance to use one's initiative. :

A single itenm which aims directly at these values asks, "How impor-
tant s it to you in your work to have freedom to carry out your own
ideas: to have a chance for originality and initiative?" The following
table presents the responses:

Table 4-10 Desire for autonomy in work among librarians

Importance Male Female
Utmost 40% 25% -
Considerable 55 59
Little 4 14
No opinion 1 2
(95) (296)
Clearly, the great majority of librarians express a desire to work .

independently and use their own fnitiative {n the work-place. While a
significantly higher proportion of males are found at the "utmost'" level,
certainly both groups seecw to shace this commitment strongly. Neverthe-
less, in the face of the marginal career cormitment seen carlier, one
wonders how deep-scatced {s value is.

It scews important to be awvare, in the wost applied sense, of these
kinds of differentiations, since we are dealing with the potential agents
of chang= and professionalization in the field. We noted ecarlier, for
cxample, that class status scemed an important determinant of desire
for autonomy. Here, we sce that theve is indeed a positive relation.
Again, the well established fact that women tend to be somewhat less
concerned with autonomy at work s evident, The natural terdency to
temper one's career clains with experjence may also be at work.,

Certainly, in view of the strong desire for autconomy indicated in
Table 4-11, it seems uscful to determine the extent to which librarians
feel they are achieving a satisfactery degree of self-realfzation throuph
thefr work role. This has been done by preparing a "self-actualization"
scale, comprised of five ftems dealing with such questions as the extent
to which respondents find their work challenging and the opportunity {t
provides to develop thelr skills and prepare for a better job., The range
of values appears below. (See Table %-11 on next page).
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Here, with a few notable exceptions, we find substantlal evidence
that feelings of self-realization through their work roles are generally
marginal among librarians, and especially among men and women in cata-
loguing and reference. The most extreme case is found among librarians
in cataloguing, where regardless of the type of library setting, only
about 5 percent rank '"high" in self-actualization. The most deviant
case is also found in cataloguing, in public libraries where fully
46 percent rank themselves '"low." Considerable disenchantment is also found
among thooe doing reference work in public libraries. That the refer-
ence librarian's role is not always a happy one is also indicated by the
low proportion (9 percent) of them in special libraries who find their
work maximally challenging and promising in terms of carcer advancement.
Further analysis indicates that fully 95 percent of those reference
librarfans in public libraries who rank '"low" (i.e., 35 percent) on
self-actualization are women in the Toronto area, ranging across all age
groups.

The highest ranking is found among those in administration in
university libraries, almost one-third of whom rank "high' on this vari-
able. A closer look at this group fndicates that the largest propor-
tion (40 percent) are in the Boston area, followed by San Francisco,
Toronto, and Atlanta. However, the sub-sample here is quite small
(N=15), so it scems best to combine the "medium high" with the "high"
category giving us an N of 38. This changes the distribution somewhat:
Boston remains first with 39 percent, while Toronto displaces San
Francisco, 32 percent v. 24.

We turn next.to the question of professionalism. A fundamental
attribute of professionalism, menticned earlier, is a stroung sense of
task commitment. In effect, personal gratification in wotk is less
concerned with subjective values such as the appreciation of the client
for the service he has received or pleasant personal relations with hin
than with an internalized pride in having done one's work well, The
sil{ence of tbis orientation is tapped $n Table 4-12 by a scale com-
prising three iteins.

Table 4-12 Tack-oricntation among librarians*

High 50%
Mediuvm 24
Low 25
(384)
*[he scale items are: 'introducing more modern methods;" "Being in a
position to make a contribution to knowledge;" "ilaving a chance to build

a new prograrmme or collectien.”

—wn—aa, —

This table irdicates that task-orientatfon is "high” {.e., cither
"i{ndispensable'" or "extremely important," asrmong half of ocur respundents.
On the other hand, one-quarter rank low, which seens dysfunctional for
the development of a strong collective professional oricntation in the
o field. 1In general, however, we have here a fairly posftive valence to-
[{l(jward professionl{.ation and, putatively, the conditions which foster change.
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Reference-group theory has proved useful in isolating certain role
types in organizations. The concept of '"locals" and "cosmopolitans" has
been developed to characterize two discrete role types.15 "Locals"are
those members of organizations whose reference orientation is essentially
"bureaucratic," in that it is directed toward the organization in which
one works, as contrasted to oue's task or profession. This type has
been found to be more loyal, more rule-oriented, less research-oriented
and less mobile than his "cosmopolitan' opposite. In the immediate
context the important point is that '"locals" tend to reflect bureau-
cratic norms whereas "cosmopolitans' tend to symbolize professional
values, Some insight into the orientations of librarians is provid-
ed by an item measuring one of these dimensions, i.e., the focus of
an individual's loyalty.

Table 4-13 "A librarian's loyalties should be with the organization
employing lhiim rather than with his particular service."

Male Female
Agree 27% 37%
Undecided 21 21
Disagree 52 43

(82) (253)

It is clear from these data that only about one-third of our
respondents are '"locals," in the terms set down above. If anything,
the data suggest a restrained preference for cosmopolitan values, as
measured by this single indicator. The rather significant proportion
of "undecideds" suggests that the item might have been puzzling to some,
but it also indicates considerable ambivalence about the cosmopolitan
role. Here again, it seemed worth asking about the distribution of this
value, especially among men, who often play administrative roles and who
have been found elsewhfge to move from one job to another in order to
advance their careers. As expected, men prove to be less likely to
agree than women. Regarding differences betwecen those in administrative
roles and their technical service co-workers, we find the expected
difference: only 11 percent of the administrators (N=135) agree, com-
pared with 26 percent of those in other roles (N=252),

A second relevant item concerns the source of the librarian's
stimulation in his work role. Here again, the local-cosmopolitan dichot-
omy is useful, It will be recalled that the cosmopolitan type has an
"external," disciplinary orientation, compared with the "internal,"
organizational focus of a local. The following item measures this
dimension:

17



Table 4-14 "From which three sources do you obtain the greafer_garc of
your intellectual and professional stiimulaticui?"

First cholce Second choice Third choice

Colleagues in library 32% 20% 25%
Professional library books

and journals 20 30 24
Professions outside the

library field 13 22 22
Imrediate supervisor 12 14 11
Director of the library 7 8 7
Clients 6 - -
Divisfon head 5 3 5
Others 5 4 4

(370) (294) (255)

Here the preferred orientation is toward the ''local" end of
the continuum, i.e., toward immediate colleagues. A true cosmopolitan,
one suspects, would have made "professional books or journals'" in the
library field his first choice. This choice, it should be added, would
also reflect an orientation toward which leaders in the field tend to
gravitate.17 Here again, librarians compare rather closely with social
workers, who when asked the same question responded as follows: 71 percent
(compared with the "first choices" of 62 percent of our sample) chose
sources inside the organization.18 One consequence, found in both
settings, is that criticism of the organization and the occupation is
likely to be muted by this '"local" orientation. On the other hand, those
aspects of library organization, committee work and community service,
which are necessary elements in a successful programme, would benefit
from this home-guard role set.

Participation and the reasons for it in library meetings provide
another useful index of professionalism, which is in turn closely
identified with cosmopolitanism., It 1s, one supposes, generally true
that on the whole those who attend such meetings are probably somewhat
more committed to their t »1d than those who do not., The critical
point, of course, is why one attends, as shown in the next table. Admin-
istrators are separated for comparative purposes.

Table 4-15 Participation in library mectings and the main reason why

Incentive Librarians Administrators
“To learn more about my service" 37% 50%
"To make new contacts" 26 26
"To see old friends" 5 7
""To please my director" 1 -
“"To find a job" .5 2
"I rarely attend such meetings" 31 15

78 (247) (135)




Here we 1ind a professional incentive ranking first, followed not
very closely by a rather mixed personal and career motive. It is not sur-
prising that administrators include a significantly higher proportion who
attend such meetings, given their somewhat greater cosmopolitan career
orientation. The overall rate of participation seems quite high, since
only about one-quarter of 211 librarians "rarely attend." In some
associations attendance-by one-quarter of the membership is regarded as
fulsowe. Comparison with a similar occupational group, high school
teachers (N=803) reveals a similar incentive for associational activities.
Although the item used was not identical, since it asked why respondents
belonged to their association rather than why they attended it, {t is
interesting that almost the same proportion, 39 v. 37 percent, indicated
that thegprimary reason was "to be exposed to professional literature and
ideas."

One facet of these findings seems atypical, While I know of no
research findings, in many academic fields, regional and annual meetings
have a placement function; indeed, they are commonly referred to as
"slavemarkets." Among librarians, however, we find that only about one
percent include this incentive. Perhaps those in the field will be able
to explain this rather surprising finding.

Clericals, by the way, attend meetings for the same reasons as their
co-workers. This underscores™a fact that has appeared again and again:
the occupational values of the two groups are often very similar. This
is particularly apparent in their shared preference rankings for many
occupational values. When differences occur, they are usually found
within a given value. We did not inquire into the reasons why, since this
isomorphism was unanticipated, but one suspects that some rather effective
career socjalization is going on, including that at work, in which many
clericals may accept librarians as appropriate role models. Since turn-
over is heavy among clericals, who are often young wives or students
doing part-time work (35 percent of our clerical sample is in the 15-24
age category and 50 percent is under 29), this confluence of values
seems all the more striking.

Regarding the occupational values of librarians as these relate to
professionalixm, it is clear from these data that the situation is ambi-
guous. In such vital matters as career choice job commitment, and
local-cosmopolitanism, most members of our samjle exhibit values that
seem more characteristic of bureauctratic, semi-professional occupations
than of those usually regarded as professional. Yet, in terms of de-
sire for autonomy at work, participation in annual meetiags, and to a
somewhat lesser extent, task-orientation, most of them express values
often identified with professional types of work. On balance, and
especially when the going bureaucratic organization of tasks and
hierarchical patterns of decision-making in libraries are considered,
both the aspirations for and the reality of professionalization seem
rather precarious. Many librarians, like other '"'service'" occupatiomns,
including university professors, are caught in the modern dilemma
whereby profesionally-oriented individuals must often spend their work
lives in a bureaucratic milieu.
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being achieved. One obvious measure is the extent of job satisfaction
among our respondents, If the disparity between their expectations and
their experience is substantial, it should be manifested in several vays,
including straight responses to typical job satisfaction items and
disenchantment with certain conditions of library work.

We begin with a classical test of job satisfaction, the use of an
item positing an hypothetical situation which permits the respondent,
in effect, to make a new career choice. It will be recalled that two-
thirds of the librarian sample indicated (Tables 4-7 and 4-8) that they
would not choose the same career again.

A move valid test of job satisfaction is provided by a scale
composed of five items covering various facets or library work. The
data are presented separately for service area and type of library.
(See Table 4-16 next page).

The generalization here is that librarians, regardless of service,
experisence only a "middling" to "low' degree of satisfaction with their
work. Across the board, with only one exception {administrators in pub-
lic settings, the proportions at the "low" end of the scale far exceed
those at the "high" end. Some significant variations do occur: once
apain, those in cataloguing tend to be relatively less satisfied than
those in other services. Looking, for example, at only the "high" and
"medium high'' categories, one finds that cataloguing has by far the
smallest proportion of satisfied librarians, i.e., only 8 percent, com
pared with the next closest service, reference, which has a total of 34
percent in these two categories. Still the largest single proportion
of librarians ranking themselves '"low" is found in acquisitions in
university libraries. Almost half of this group is in the Boston area,
witn San Francisco and Toronto sharing the remainder just about equally.

The extent to which librarians are atypical in this regard is
suggested by Table 4-17, which presents comparative job satisfaction
ratss from a national snrvey of various occupattional categories. In this
context, it is clear tha 1librarians rank closcr to clerical, sales, and
skilled worker occupations than to professicmal and technical workers
with whom they compare nore closely in terms of education and social
class. 'The data indicate that ego (intrinsic) gratifications are the
major quality in determining job satisfaction. This is why some ''service"
occupaticns, with their intense personal rewards, tend to have highly
satisfied members. It will be recalled that the chance to serve the
public (i.e., "helping clicnts") through one's work role was the job
value ranked second by most librarians. This being so, one wec 1d expect
them to have a higher level of job satisfaction that found here.

At the same time, librarians also differ from some similar occupa-
tions. Harmon Zeigler, for example, found that 45 percent of a s Tple
of over 800 high-school teachers would choose their career again. An
interesting fact, which may help explain the total rate of satisfaction
found among our respondents, is that women teachers had a much higher
rate of job satisfaction than men, 55 percent against only 33. When
we check our data for a comparison, (using the same single item) we also
find a difference, but in the other direction! Whereas 33 percent of
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women libgarians would choose library work again, 38 percent of men feel
the same. 2

Some of the reasons for this marginzl rate of job satisfaction were
presented earlier, mainly that librarians had elther developed new
occupational interests (39 percent) found the work too clerical and
mechanical (27 percent), the prestige too low (1l percent), or the job
role too isolated (8 percent)* We now turn to some other possible
reasons for disenchantment with the library career. Althcugh the major-
ity of individuals at work may not share this value, it seeits that the
more ambitious and productive members of many occupations tend to prefer
that their performance be evaluated and that rewards and sanctions be
distributed accordingly. Such a point of view is usually thought to
be most characteristic of the professions, which are more '"individualized"
insofar as standards, income, prestige, and autonomy-at-work are concerned,
In sociological terms, "universalistic" (objective) standards of recruit-
ment and promotion are governing, and differential rewards are patently
legitimated, WHighly collectivized occupations,on the contrary, tend to
prefer a more "ecgalitarian" or "particularvistic" system of rewards. The
mild cynicism with which school-teachers regard merit increases is germanc,
A related prefercnce which characterizes "individualized" occupations
is the expectation that a promotion ladder is available to those who
perform satisfactorily. Our survey includes items which measure these
two important occupational conditons. We turn first to performance
standards.

Table 4-18 !'"Scme observers believe libraries do not have explicit
standards for measuring the productivity and effectiveness
of staff. How do you feel about this?

Male Female
Strongly agrze 26% 18%
Agree 53 61
Disagree 18 20
Strongly di.-a2gree 3 1

(95) (287)

Since fully 80 percent of the sample "agrees" with the general-
ization, we may conclude that a lack of patent standards is one of
the underlying causes of discontent. On the other hand, it is of
course possible that librarians may actually approve of this situa-
tion. We will try to clarify this ambiguity in a moment.

Turning to the seccond variable which may explain part of the
marginal satisfaction exhibited by librarians, we find the following
distribution:

*¥'Others" accouvnt for the remaining 15 percent.
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Table 4-19 "A common judgment about library work is that no career ladder

exists which enables one if he works hard and well, to move
up to more rewarding positions. How do you feel about this

judgment?"

Administrators Male Female
Agree strongly 39% 16% 9%
Agree 49 29 30
Undecided 8 12 16
Disagree 5 35 41
Disagree strongly .- 9 3

(134) (94) (286)

Here, rather surprisingly, we find that those in administrative
roles, which often provide the major avenue of mobility in bureau-
cratic settings, are far more critical regarding advancement opportu-
nities than librarians in technical services. Among the latter,
although the difference is not large, men are 1likely to be more
critical then women. The fairly common practice in librarianship of
not promoting from within for the top position of director is no doubt
at work here, as is the much more common tendency to exclude women
from higher administrative positions. This condition, however, is

either widely tolerated or not generally perceived as highly discriminatory

by women librarians, since the largest proportion of them '"disagree'" or
are "undecided" with the generalization. Perhaps the proposition,
mentioned earlier, that career mobility is less salient for women than
for men is reflected in this distribution.

We have another bit of evidence that enables us to test the prop-
osition that librarians have a "universalistic" perception of the
bases of career mobility. Our respondents were asked to respond to
the following generalizatioa:

Table 4-20 "Which two qualities do you think really get a young person
ahead the f{.stest today?"

Male Femaie
Brains 28% 41%
Pleasing personality 25 21
Being a good politician 24 19
Knowing the right people 17 15
Good luck /3 2
Hard work 2 3

(93) (290)

The main drift of the evidence strongly supports the conclusion that
librarians have very mixel values concerning the bases of mobility in
their craft., There is, indeed, a dominant opinion among women that
“brains," surely a universalistic criterion, are the major element in
success, Men, too, rank "brains" at the top, but by a very narrow margin
over a "pleasing personality." From this point onward, however, the
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choices scem to reflect a rather cynical view, symbolized by the unhappy
conclusion that "hard work' is the least relevant factor in career
mobility.

One other item bears upon this question, regarding the criteria
which librarians would choose "if they were determining promotions."
Table 4-21 presents the distribution.

Table 4-21 Preferred promotional criteria of librarians

Male Female Administrators
Technical competence 67% 55% 28%
Interpersonal skill 21 24 52
Combination of 1l)and 2) 9 17 16
Seniority 2 1 2
"Connections" -- -- -
Competing offers 1 3 3

(921 (285) (134)

These data strongly indicate that, ideally, most librarians prefer
universalistic criteria of promotion, but that their work experience
has convinced most of them that such are not the going currency. Note,
for example, that whereas "knowing the right people" and "being a good
politician" (i.e., "connections'") received a combined total of 37 percent
of the attributions in Table 4-20, they received non in the present
distribution. That women are somewhat more "personal,” i.e., less
universalistic, in their work orientation is suggested by the signifi-
cantly lower score they assign to technical expertise. At the same
time, it is noteworthy that administrators place the least emphasis
upon technical competence (28 percent) and the most upon inter-
pecsonal skill (52 percent). This no doubt reflects their own
administrative experience, whereby one tends to use his technical
skill less as he moves upward in the bureaucratic hierarchy.

It seems both us.ful and proper to conclude this survey of career
ambivalence with a prescription for improvement. Perhaps we can do no
better than present the recommendations proposed by the group itself:

Table 4-22 "In your opinion, which of the following would do the most
to improve the quality and prestige of librarianship?"

Librarians
Male Female
"Increase salaries" 40% 30%
"Improve library schools" 25 30
“Attract better recruits" 20 24
""Clearer distinction between prof.
and clerical work" 11 11
"Increase education quals,
for librarians" o4 4
(92) (289)



That economic incentives are regarded as decisive is clear, although
once again women are less sanguine about their efficacy. It is inter-
esting that administrators (44 percent) share the belief that higher
salaries are essential for improvement of the field. A wise appreciation
of the task and obligation facing library education is also apparent in
the high ranking of this value. On the other hand, the relatively low
emphasis upon the nature of library work and distinctions among those
who practice it is probably unfortunate, in the context of profession-
alization.

This survey of the occupational values of librarians provides us
several generalizations about the field, subject to any limitations of
our sample, which may be unrepresentative in some cases. A basic finding
is that librarians have a typical "service" orientation to their work
role. Self-realization through their work is ranked first among pre-
ferred job values, but the remaining choices deal with such intrinsic
values as 'helping people,"'"contributing to knowledge," '"building a
new collection,"” and"introducing new methods." "Extrinsic"
gratifications such as prestige and income are much less salient,

In ali these contexts, even though overall rankings are similar, there

are some sex differences. Women, generally, have a higher valence to-

ward intrinsic rewards, with a lesser tropism toward such "hard"' values
as prestige and income.

Job commitment is found to be generally marginal, with family and
leisure preceding or matching career satisfactions, except among male
librarians for whom career was a second priority. Incentives for
entering the field arc mixed, with the largest proportion (one-third)
"jus: drifting into the field." This negative incentive, however, is
followed rather closely by an affection for books and an appreciation of
librarianship as a significant field.

The results of such perceptions and motivations are as expected:
some two-thirds of our librarian sample, plus 57 percent of the clerical
group would not choose the same career again. The two main reasons
given by librarians are ’'interest in a new field" (38 percent) and "work
too clerical and mechanical' (25 percent).

Attitudes and value preferences of librarians toward professional-
ization are found to he rather high, as measured by a '"professionalism
scale." Variations occur among types of service, with those in cata-
lozuing and acquisitions in public libraries ranking highest (79 and
64 percent respectively) on this dimension. On the other hand, ad-
ministrators in public libraries are found to have the smallest pro-
portion of respondents ranking "high" (39 percent). Some regional
differences appear: across the various technical areas, Toronto
librarians score highest (37 percent) with those in reference (46
percent) significantly higher than the other services and, sur-
prisingly, almost twice as high as those in the same service in other
areas. Boston and San Francisco rank next, with averages of 27 and
26 percent respectively.

That professionalism is a fairly salient variable is also seen in
the fact that about half of the librarians exhibit a "cosmopolitan'
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orientation toward their work and enjoy attending meetings and profes-
sional journals and books as an important, although not their first
source of intellectual and craft stimulation,

When we turn to "self-actualization" through work, the high rankings
found in professionalism decline sharply, especially among those in
cataloguing and reference in public libraries and university libraries,
where only 4 percent of respondents rank "high.'" Administrators, on the
other hand, rank highest on this dimension by a significant margin, and
particularly in University settings.

This marginal career position is documented further by the librar-
ians' rankings of a " job satisfaction'" scale. The largest proportion
of the sample falls in the middle to 1low portion of the scale. Once
again, those in cataloguing and acquisitions, regardless of type of
library, tend to rank lowest, along with (somewhat surprisingly in
view of their high position on "self-actualization") administrators
in special libraries. Compared with a national cross-section of
occupations, this library sample does not rank as high as those in r
related fields.

Specific reasons for this condition include 1) the lact of patent
objective criteria for evaluating performance, 2) the felt absence of a
career ladder in the field, and 3) some tension between their ideal
bases of promotion and going norms. Some variations appear with
administrators, for example, placing somevhat more weight upon inter-
personal skills and less on technical competence, compared with those
in technical service roles.

From their feeling that the public often fails to grant them
adequate prestige, and occasional discontents with certain specific
aspects of their work such as close supervision and lack of objective
means of evaluating their work, it is clear that the vast majority
of librarians are somewhat less than satisfied with their work and work-
place. This condition, however, has some functional implications for
change and profession.lization in the sense that dissatisfied occupations
are probably more likely to possess and displace the energy required to
achieve and maintain the conditions which historically have characterized
the older professions. It will be recalled that Everett Hagen's central
formulation about the origins of change held that innovators come from
strata which have suffered status and prestige deprivation. The present
ferment and ambivalence revealed in this chapter may provide the energy
and discipline required for the acceptance of innovations in the field.
In this context, pervasive discontent may be a more useful condition that
a high level of satisfaction,
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Footnotes-Chapter 4

1. As Kaspar Naegele and Elaine Stolar conclude, ""it seems to be the
exception vather than the rule when orders, suggestions, or complaints
do not follow authorized channels," in M., Kroll (ed.), Libraries and
Librarians of the Pacific Northwest (seattle: University of Washington
Press, 1960) p, 62.
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documented by Perry Morrison, who found "service to people'" ranked at the
top of a list of job satisfactions by 50 percent of 668 university
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(October, 1969), p. 317. An interesting dissent from a Canadian librarian
against what seems to be a general thrust toward legislative measures to
achieve "professionalization” makes a similar point, "To express it per-
haps somewhat unfairly, therefore, what 'professionalism' seems to mean
for the Institute of Professional Librarians of Ontario is anti-unionisu,
protectionism, and self-promotion. . . ." Gail Wilson, '"Professionalism,
9, IPLO Newsletter, no. 3, 1968, p. 37.

12. '"The Librarians' Association at the University of California' ALA
Bulletin (March 1969), p. 364. At the same time it should be noted that
some librarians in the California University system have taken the union
route, by joining the American Federation of Teachers.
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14. See, for example, William Goode, "The Librarian: From Occupation

to Profession?" Library Quarterly (1961), pp. 306-20; and "Community

Within a Community: the Professions" 22, American Sociological Review
(April 1957), pp. 194-200.

15. Robert Merton, Social Theory and Social Structure (New York: Free
Press, 1963), Alvin Gouldner, 'Cosmopolitans and Locals: Towaxrd an
Analysis of Latent Social Roles,'" Administrative Science Quarterly
(December 1957), pp. 281-306.

16. Morrison, op. cit., pp. 56-59.

17. Morrison, for example, shows that organizational membership,
attendance at meetings, service on committees and office-holding occur in
the following proportions among his sample of university librariams:

Ma jor Minor Others
executives (230) executives (228) non-executives (238)
747, 59% 427,

18. Scott, "Professional Employees in a Bureaucratic Structure,"
op. cit., p. 95.

19. Zeigler, The Political World of the High School Teacher, (Eugene:
University of Oregon, 1966).

20. For resulting strains, see Victor Thompson, Modern Organizations
(New York: Alfred Knopf, 1962),.

21, Zeigler, op. cit., p. 5.

22, It is worth noting that earlier research in librarianship has found
a ruch lower rate of dissatisfaction. Stone, for example, found only 16
percent in & study of a national random sample (N=138) while Morrison in
a study of library directors (N=600) found only 13 percent. The explana-
tion for the differenc '3 may lie in the type of item used to measure
satisfaction, plus the fact that both studles were done some time ago
before the current generalized discontent with practically everything had
begun. Stene, Some Factors Related to the Professional Development of
Librarians, op, cit., Morrison, The Career of the Academic Librnrian, op.
cit.
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Chapter 5

The Accommodation Potential

We can now turn to the central question of this study, the capacity
of those in the library field to make a creative accommodation to the
pervasive automation that seems likely to occur in conventional libraries.
Our assumption here is that quantitative problems, including cost and the
design of appropriate systems, will be solved in the near future, and
that a major barrier to accommodation will be socio-psychological, More-
over, even if the vital problem of cost persists, such human and cultural
variables will remain decisive. This conclusion is based in part upon
the historical course of technological innovation, and also upon contem-
porary experience wilere the anxiety and traditionalism of workers have
often blunted and sometimes blocked, the thrust of technical change.l
For such reasons, we shall look closely at the attitudes of librarians
toward change, with particular emphasis upon those in administrative
roles, who, as we taw earlier, are the major agents of innovation.*

Before turning to the data, it seems useful to restate briefly some
of the major theoretical formulations which provide the general framework
for our findings. We moted in Chapter One that the concepts and language
of social change and economic development seemed especially useful for this
purpose. A central concept is 'traditionalism," which is generally used
to characterize tlie soclo-technic status of poorer (i.e., so-called
"developing”) nations. Even though the intensity of this condition obvi-
ously varies greatly over space and time, even among industrialized
Western Societies, it seems fair to assume that most conventional 1libiaries
in North America may be called "traditional," in terms of their technical
apparatur, authority stucture , and the values of their librarians, most
of whom were educated i{n humanities and social science and for whom, one
often finds, their subsequent training in librarianship constitutes a
rather anomalous technical patina. If this assumption is valid, the concept
of traditionalism becomes a useful concept in the present context.

Another useful cancept i{s that of an “entrepreneurial-innovative"
personality type and .:s analytical opposite, an "authoritarian" type. In
Everett Hagen's formulatfon, it will be recalled, innovative types, who
tend to appear more frequently in iadustrialized societies, "feel a personal
responsibility to transform the world."Z2 Their perception of the world is
often coloured by anxfiety and the reduction of this unpleasant burden is
sought through intense activity and achievement, Such types, moreover, are
often the proJuct of families which have suffered downward mobility, a
dislocation which they mediate by a rejection of traditional values and by
a search for new social arrangements.

This general formulation of the origin and motives of the innovative
type also seems apposite to David McClelland's conception of an entrepre-
neurial type who is motivated by an "achievement ethic.," A high toler-
ation for moderate uncertainty; a preference for new ways of doing things;
considerable ambiguity toward highly structured, bureaucratic
procedures; and a great need for a sense of personal achfevement

* On the other hand, it seems many of our respondents believe that com-
puter salesmen are the major architects of change in the library field.
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through his werk--these are characteristic values of this type. The
achievement motive is a crucial element in innovation and economic
development, as McClelland docuemnts by a great deal of empirical data.3

Many {items in the present study attempt to measure librarians
along some of these dimensions. In the main, we can only deal generally
with them, however, since {t is hard to be sure that our indicators (the
{tems used, for example, to define the "acceptance of change" evoke
precisely the attitudes and behaviours incorporated in such theoretical
constructs as "{nnovative™ types, "anxiety," and "attitudes toward
authority." Our finidngs must therefore be regarded as suggestive, rather
than conclusive. Such "slippage' between concepts and the empirical
indexes we use to measure them is of course a built-in problem of all
research of the kind presented here. And, indeed, such is a general
problem of all communication, as the nuances of analytic-philosophy
indicate.

Having stated these caveats, we can now turn to the data. It seems
useful to determine first the extent to which respondents perceive their
organizations as being traditional. 1Is the behaviour of a substantial
proportion of them motivated by the perception that their organizations
might require change?

Table 5-1 Distribution of respondents' libraries on
traditional-innovative scale*

Librarians
Male Female
Innovative 30% 30%
Intermediate 46 S4
Highly traditional 24 17
93) (288)

*This table is bas.d upon responses to the following item: ''Most
organizations can be placed on a rough scale ranging from traditional
to innovative in terms of their response to technological change. How
would you rate your own library in this regard?"

Here, it seems, librarians tend to perceive their own setting, pre-
sumably 48 compared with others, as being generally fairly receptive to
automation and otle~ current {nnovations., Only one-fifth regard their
organization as "highly ttaditional," Males are obviously more "critical''*
than females but both agree regarding the over-all proportion of
Y{nnovative" libraries. As usual we would expect to find socne differences
among the four metro regions, a subject to which we turn next:

——

¥'Critical'" 1s i{n quotation marks to suggest that {t is an open question as
to whether respondents deplore or favour any of the three possfible condftions.




Table 5-2 Traditional-innovative scale, by metropolitan region

Atlanta Boston San Francisco Toronto

Innovative 31% 31% 25% 33%

Intermediate 50 52 51 54

Highly traditional 19 17 24 14
(49) (81) (125) (126)

A significantly higher proportion of San Francisco respondents per-
ceive their libraries as being traditional, compared with those in other
areas. Our intuitive feeling, however, is that the area contains the
extremes at both ends of the scale, but that the substantially larger
proportion of respondents from its public and university settings tends
to obscure the innovative potential of the specfal libraries in the Bay
avca. Toronto, on the other hand, ranks highest, by a very small margin,
at the "innovative' end of the scale.

Next, it may be useful to determine any differences existing among
types of libraries in this regard. Our observations in the fizld lead us
to assume that special libraries would rank significantly higher on per-
ceived innovation than public, with university libraries being least
innovative, The data in the next table enable us to check this hypothesis,
using our entire sample.

Table 5-3 Traditional-innovative scale, by type of library

Public University Special

Innovative 327 207 367%

Intermediate 55 60 52

Highly traditional 13 20 12
(329) (494) (166)

Looking at the "{innovative' end of the scale, we do find the expected
distribution, Special 'ibraries are indeed most innovative, but the gap
between them and public types is not nearly as wide as assumed.

University libraries, however, are significantly more traditional than the
othcr two types, for reasons which, we suspect, include the "genteel
scholar" self image of some directors mentioned earlier.

The data in the preceding tables are subject to several interpre-
tations, including the possibility that some ego-involvement is at work
among those who define their organization as "innovative." Given the
current ferment in librarianship, this {s probably a highly valued appre-
ciation. Concefvably, too, librarians and clericals may misperceive
their own organizatfon, assuming it to be more (or less) innovative than
ft really is. We tend to discount the latter possibility somewhat, how-
cver, since their global ranking of special libraries as most innovative,
with public next, and university third, accords nicely with the impressions
we received during the study. Since neither they nor we have any absolute
standard with which to differentiate the rankings concerning the relative
degrece of traditionalism-innovatism of libraries, perhaps we wruld be
well-advised to accept them as a useful, {f imprecise, generalization.

93



Among the variables mentioned earlier as a useful construct in
gauging an occupation's capacity for change was the extent to which its
members possessed certain attitudes grossly described as "innovative,'
as opposed to those characterized as "authoritarian.” This hypothesis,
advanced among others by Gunnar Myrdal and Everett Hagen holds in
gereral that the social structures of poor or '"developing" nations tend
to produce a substantial proportion of "authoritarian'' personality
types, whose perceptions of life, time, and change are often innapposite
to social and economic innovation. Such variables would include a
patriarchal and/or tribal family structure in which authority tends to
be largely in the hands of fathers or elders whose domination tends to
inhibit creative experimentation and self-reliance on the part of child-
ren. This pattern of socialization tends to produce adults whose high
security needs preclude the rise of an entrepreneurial class which might
provide leadership in economic development.

In Weberian terms, the primary basis of authority in such regimes
fs traditional, resting upon conceptions of time and the universe as
being essentially changeless, The whole socfal and intellectual system
heavily frefghted with the culture of the past, 1s strongly oriented to-
ward the status quo. In such milieux, a pervasive fatalism, often well-
founded, manifests itself as a self-fulfilling prophecy, The vital point
is that the barriers to change are essentially cultural and intellectual.
As American experience in technical assistance often shows, the physical
and mechanical instruments of change can only with great difficulty over-
come such deep-seated socfal and institutfonal resistances to their
successful introduction. There are, indeed, many instances of projects
being abandoned once the foreign experts have gone.

In this general context, we turn to certain personal att{tudes and
behaviours of librarians in an attempt to provide some insight into the
occupation's potential for change. Let us begin with their vesponses to
an ftem which asks which iwo of a list of statements concerning life and
work 18, in thefr judgment, most characteristic of librarfans they have
known: 1t {s important to set these responses in the context of
McClelland's thesis that "interpreneurial," change-oriented types prefer
unstructured situatione and a moderate degree of uncertainty. Since male
and female rankings and frequencies within them are virtually { ":ntical,
1 have combined them,

Table 5-4 Dominant velues attributed by librarians to other librarians

First

"1t is {mportant to be orderly if one is to 447,
be efficient and productive™

Second

"Achieving something on onc's own {s one of 23
the hest pleasures we have'
(351)

The "{t {s {mportant to be orderly'" item chosen "first'" by 44 per-

cent of the sample, was virtually unchallenged; not only were the re-
maining "first" responses widely scattered, but the second and largest

94

S -



single one was endorsed by only 11 percent of the librarians. Regard-
ing the potentfal for change, this is not a very inspiring preference.
Indeed, the item chosen first is a typical bureaucratic, system-
oriented perspective, contrasted for example with one "innovative"
alternative, selected as a first choice by only 8 percent of the sample,
which stated, "Man is able to manipulate and control his environment as
he wishes."

The second choice, "achieving something on one's own,” is much more
positive and attests to the desire to assume responsibility and to act
indepeundently, which are critical attributes of a change-orfented indi-
vidual. This choice, moreover, is followed (with 19 percent) by per-
haps the most iconoclastic alternative in the entire set, "to get
things done, you have to take risks even if others might Jdisapprove."

Finally, we present variations on this theme accordirnj to library
type, as shown in the following table, including librarfa:s and clericals:

Table 5-5 Dominant values attributed to other l1libracians
by type of library

Proportion rarking

Public University Special

First

"Important to be orderly" 32% 47% 37%
Second

Achieving something on one's own" 21 21 27

329) (506) (167)

The distribution reinforces our carlier finding that university 1{-
braries are the most traditional among our set, and that the potential
for accommodation with which we are concerned is most precarious there,
Although it {is fnconsistent with their ranking on the First value, {t {is
not unexpected to fin' special librarians ranking highest on the Second,
"innovatively-orientes’' value.

Another value attributed to innovative types is the need for a
sense of personal achievement through one's work role. Apparently, this
preference co-exists with the desire''to transform the world" which Hagen
also found awong such types. It is clear from Table 5-5 that this is a
widely-held need among our respondents, even though {t ranks a rather
poor second to the generalized need for order as their first priortty,
Using another {tem concerning job satisfactions, which seems to tap a
similar need, we can learn something more about the distribution of
the '""personal achievement'" incentive among librarians:
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Table 5-6 ''‘Here is a list of satisfactions you may get from your job.
’ Please rank three in order of their importance to you."

Male Female
First
"Chance to realize own interests through
my job" 59% 53%
Second
Chance to educate myself through
my work" 14 26
Third
"Earning a living" 10 9
(88) (281)

*Columns do not total 100 because only three of seven possible re-
sponses (including prestige, long vacations, chance to move geographi-
cally, and to get an administrative post) are presented here.

Clearly, the desire for a sense of personal achievement is widely
held among librarians as a job value. However, the ingredients upon
which this value depends for sustenance seem much more intrinsic that the
kinds of motives Hagen and McClelland found to be associated with inno-
vation, The modal needs of 1ibrarians, as shown by our earlicr data on
their ranking of ideal job values (Table 4-1) are more likely to be medi-
atad by highly personal and subjective gratifications than by program-
matic achievements which require "executive'" motives and skills that
librarians as a §roup (with many exceptfons, of course) do not characteris-
tically possess.”? As the scale of preferred job values mentioned earlier
revealed, the major incentives of librarians are for personally satisfying
work (91 percent); meeting people (70 percent); and contributing to
knowledge (52 percent). Perhaps the only exception is introducing modern
methods, which just over 50 percent ranked as "very important," On the
other hand, building a new programme, which comes closest, perhaps o the
kind of personal achievement incentive expressed by Hagen and McClelland,
is ranked as '"extremely important' or "indispensable" by only 32 percent
of librarians.

Since they seem to provide an index of the desire to {nnovate, it
may be useful to compare administrators with others in the field on two
items in our set of preferred job values. Our expectation is thet they
would rank somewhat higher on such items as building a prograrme and
introducing modern methods.,




Table 5-7 Preferred values by library role

Administrators Others

New Modern New Modern

Programme Methods Progicamme Methods

Indispensable 18% 207 107, 177,
Extremely important 37 36 24 29
Very important 27 30 25 31
Fairly important 16 14 24 18
0f little importance 1 1 16 5

(155) (156) (884) (917

As expected, a significantly larger proportion of those in admini-
strative roles rank higher on the first of these two values. However,
the variation i{s considerably less on the "introducing mndexrn methods"
activity which suggests that administrators may make a distinction be-~
tween the types of programmes they like to introduce, with possibly'less
preference for those that entail technical innovations.

Hagen's formulations include the assumptions that innovative types
carry fairly heavy anxiety loadings and that such types often exp:.rience
fairly severe status deprivations, across generational lines. Although
these are highly speculative matters, they seem to merit analysis here,
Anxiety is not perceived as necessarily dysfunctional, which {s consistent
with psychological research indicating that anxiety occurs along a con-
tinuum, ranging from paralyzing fear, which is dysfunctional by definition,
to relatively mild quantities which can enhance adaptation and creativity
by inducing an intellectual and emotional set which facilitates learning.
Anxiety is germane in the related context of authority, which in turn probably
inhibits innovation by maximizing conformity to established norms. As
Hagen and others have suggested, innovative values seem to be associated
with a rejection of conventional patterns of behaviour, which tends to occur
as a result of some personal shock, such as the status loss and deprivation
mentioned earlier.

Regarding this latter hypothesis, it is also fascinating to specu-
late about the cffects of the fact that the majority of women in the
library ficld have come from upper-middle class statuses, and have
rmoved into an occupational field in which occupational status is compara-
tively precarious and prestige is experienced as marginal, As noted
carlier, 72 percent of female librarians agreed with the proposition
that those "working in libraries do not receive all the respect they
deserve from the public." Following Hagen, we assume that this condition
of felt deprivation would provide a fruftful source of innovative types,
but our data do not permit us to test the hypothesis.

We look next at the data on anxiety, using a straight-forward indi-
cator which, hopefully, isolates this attribute. 1t is important here to
note that the so-called "objective rcality" of the respondent's state of
anxicty i{s not of critical concern. As W, I, Thomas noted long ago, "If
men define situations az real, they are real in thelr consequences."
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Table 5-8 '"How would you say you generally react to everyday problems
at work and elscwhere?"

Librarians
Male Female
"They don't bothuor me" 17% 17%
"They bother me a little" 54 46
"1 worry about them' 23 29
"I probably worry more than
others do" 6 8
(95) (295)

Here we find a substantial minority of putatively anxious respon-
dents who can provide a base line for comparative analysis to determine
what, if any, association exists between anxiety and innovativeness.
Unfortunately, our data are not presently in a form to pursue this in-
teresting question, although we hope to do so later,

It seems useful to consider next the general awareness of and
reaction to automation existing among librarians and the clerical co-
workexrs. Certainly, an active awareness of the promise and the problem
of new methods of handling information in its many forms is one pre-
requisite of an intelligent accommodation. One index of awareness is
the extent to which automation is a topic of discussion in the respon-
dent's own work group. When asked about the saliency of technical change
to their own work group, 61 percent of librarians and 72 percent of
clericals say they discuss them only "rarely" or "sometimes.” Only
9 percent of librarians report this as a "major topic."

Perhaps more important is our respondents' judgment about the
reaction among their own work groups to such changes when they are dis-
cussed. Here we find evidence that automation will be positively re-
ceived by about 40 percent of those in the field. Table 5-9 presents
the distrjibution,

Table 5-9 ''When fechnological changes are discussed, the major reaction
among my own work group is"

Librarians Clericals
A certain anxfety 7% 97
A certain resistance 8 9
A feeling "It can't happen here" 5 6
A recognition that change is fnevitable 41 38
A sense of pleased anticipation 38 38
(375) (628)

Clearly by this index, a substantial propertion of librarians and
clericals have a positive attfitude toward the emerging innovations which
will probably change thefr c¢ciupation greatly, Moreover, while those
who believe that "change 13 (nevitable" may include some reluctant
humanists, when they are fncluded with the clearly positive "sense of

_anticipation" group, we find almost 80 percent of the entice sample on

the "positive"” side of the continuum. Once again, librarians and cler-

“ cals share very similar views. An important question is: Where {n the
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occupation are these positively-oriented types to be found? One would
assume that they are concentrated mainly in special and public 1i-
braries where as wae saw earlier, the most positive view of innovation
exists. Table 5-10 indicates that the most positive valence toward
change exists among those in special libraries, 43 percent of whom
wvelcome {t.

Table 5-10 Work group reactions to potential change, by type of library

Public University Special

A certain anxiety 8% 8% 9%
A certain resistance 8 9 8
A feeling "it can't happen here'" 4 7 5
A recognition that change is irevitable 44 38 35
A sense of pleased anticipation 35 38 43
(333) (505) (170)

Responses in Tables 5-9 and 5-10, which seem symptomatic of a fairly
positive attitude toward change when change is posed hypothetically, are
followed by an item which deals with & behavioural situation, to which 1t
seems valid to attach more weight. It seems useful to present both 1li-
brarians and clericals here:

Table 5-11 "When changes are introduced in my work group or in the
larger organization, my own reaction tends to be'

Librarians Clericals
Instinctive resistance ~% -%
Reluctant acceptance 34 23
A "wait-and-see" attitude 63 69
Positive acceptance 4 7
(372) (672)

Here, a striking -“ecversal occurs, which 1 attribute mainly to the
different reactions evoked by hypothetical and experienced situations.
Only & percent of the librarians accept change positively, while the
vast majority assunie an ambivalent "wait-and-sce' position. This climate
of organizational opinion hardly seems conducive to acceptance of the kinds
of decisive, if not radical, changes which are clearly upon the field,
Here again, zlericals share the views of librarians. Since this {tem is
based upon the experience of library staff with change, it scems worth
analysing in more detail. When we compare administrators with librarfans
in technical roles, only a small difference appears, with adninistrators
somewhat more likely (36 percent) than librarfans (32 percent) to
"reluctantly accept" change., The direction of this distribution, hcwever,
is not positive insofar as the potential for change is concurned., A
further analys{s of types of libraries reveals a simflar cotinuity in
which "reluctant acceptance” and "wait-and-sce" are major tnemes,

Our most solid basi{s for generalizing about the capacity of librar-
fans to adapt positively to change is provided by an "acco:amodation
potential” scale, comprising five {tens which probe attitudes toward ia-
novation in several contexts. The resulting distributfon, controlled
[ERJ!:‘ for service and type of 1library is shown in Table 5-12.
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Here we find a great deal of similarity among services, regardless
of type of library, with most respondents ranking in the '"middie" and
rnone at the "low" end of the scale. As we have come to expect, those
in special libraries have the most positive attitude toward change, and
especially in acquisitions. However, in the reference category, librarians
in university settings are niost positive while those in public libraries
rank extremely low (i{.e., 11 percent). On the whole, these data
permit a fairly optimistic conclusfon regarding the future of in-
novation in specfal and university libraries, insofar as a receptive
staff {s a necessary condition., Needless to say, it is not a sufficient
conditfon, since the values of administrators are perhaps the main
intra-occupational factor, and their position on this factor is not
always inspiring. The prognosis for public libraries, meanwhile, is
considerably less sanguine.

It seems useful to look a bit more closely at one other variation
of this attribute. Table 5-13 presents the distribution according to
region and service area, in terms of the proportion of staff ranking
"high" in each category:

Table 5-13 Proportion ranking "high' on accommodation potential
by region and service area.*

Atlanta Boston San Francisco Toronto
Service area
Acquisitions 17% 447 23% 17% (48)
Administration 22 38 16 24 37
Cataloguing 12 34 28 26 (50)
Reference 15 24 26 35 (34)

¥This table of course:-ﬁnlike most of the others, must be read across,
{.e., 44 percent of those in acquisitions who rank '"high'" on accom- '
modation potential are found in the Boston arca.

Significant variations exist, especially regarding acquisitions and
administration where ¢ significantly higher proportion of librarians in
the Roston area rank "high," compared with the other regions. Toronto
enjovs a similar advantage regarding reference services. The low point
on the scale is found among those in cataloguing in the Atlanta area.

By computing averages we can construct a scale of "metropolitan accom-
modation potential," with Boston clearly at the top (35 percent), Toronto
next (25 percent), followed closely by San Francisco (23 percent),
and Atlanta (17 percent). In terms of a positive orientation toward
change among service areas, it appears that only in Boston (and, perhaps
in Atlanta, although the total proportion of "highs" {s not large'")can
librarianship depend upon those {n administrative roles to provide the
main leadership in bringing about change. 1In each of the other regions,
moreover, a different service exhibits the nost positive valence toward
innovation. Although it {s not shown here, in terms of type of library
we find that the largest proportion of "innovative types" by the
criterion used here, {s in university settings. Indeed, of a
total of 169 men anc women in the "high" category, fully 93, 55 percent,
vork in university scttings. Of this group, moreover, 46 per..nt are {n
the Boston area. Since university librarians from that area constitute
[]z\!: just under 30 percent of the sample, only a slight over-representation,
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this remarkable concentration cannot be attributed to a sampling arti-
fact. As a philosopher might say; "Something in the air in Boston
accounts for this striking phenomenont'

An item 1in our "acceptance of change' scale relates directly to
one of the most technical aspects of change, namely systems analysis.
In the sense that this indicator provides a stringent test of change-
orientation, it seems worth analysing individually. When we combine the
responses of both librarians and clericals, the following results appear:

Table 5-14. "In the future, librarians must be well grounded in
the techniques of systems analysis.”

Public University Special
Agree strongly 167 20% 267%
Agree 47 50 52
Undecided 30 24 19
Disagree 7 5 4
Disagrce strongly 1 1 -

(324) (508) (167)

Here we find an interesting linear progression in which approval
increases as we move from public, through university, to special set-
tings. When differences between librarians and clericals are checked,
only one significant variation appears, in the proportion of '"undeci-
deds," which increases from 17 percent among librarians to 31 percent
among clericals, Almost 40 percent of public librarians are either
undecided or disagree that an acquaintance with perhaps the essential
element in automation is going to be required by librarians in the
future. This is a minority view, to be sure, but it seems very large
given the wide discussion about automation in libraries today and the
fact that this is again an "hypothetical item."

Respondents, however, are much more receptive to ancother change-
related item concerning merging demands upon library education. Here
as Table 5-15 shows, an overwhelmingly positive response characterizes
fully 90 percent of our sample.

Table 5-15 'Library education needs . . . specialized 1lii:
and informacion specialists'

Public University ial
Strongly agree 35% 42% s
Agree 58 49
Undecided 5 6
Disagree 2 2
Strongly disagree - 1
(337) (518) D
The disparity revealed in the past two tables is ha; - lain,
y Perhaps many respondents are not aware of the language o puter
EI{I(jscience, so that the term "systems analysis" in the previ t-ble was not
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very meaningful. On the other hand, the term may be understood but

may connote a degree of change and automation that seems too extreme
for them to accept nore fully, whereas the prospect of more information
specialists has beceme generally acceptable.

Another useful indicator of accommodation potential is available
in attitudes toward censorship. If Hagen is correct, iconoclasm is
highly associated with creativity and innovation. Logically, of course,
one who purports to be sympathetic toward innovation must be prepared, to
paraphrase Oliver Wendell Holmes, to encourage free competition in the
marketplace of ideas. As Adorno and others have shown, this essentially
pragmatic ethos is directly inapposite to the authoriiarian tendency to
prefer congentional ideas and to base one's opinions on traditional
authority., Certainly, .very few innovations escape opposition if not
ridicule. Most of us are apparently incapable of conceptualizing a new
problem in the dramatically new context which permits innovation. When,
for example, the British eugineer Air Comnodore Sir Frank Whittle design-
ed the jet engine, it was widely rejected, apparently because the experts
were unable to conceive of so radical a departure in the means of pvo-
pelling an aircraft.

In some such context, we present the distributions regarding atti-
tudes toward censorship, for the entire sample:

Table 5-16 "Absolutely no censorship of library reading material
should be permitted."

Administrators Librarians Clericals
Strongly agree 8% 197, 227,
Agree 14 21 23
Undecided 33 31 40
Disagree 33 22 13
Strcongly disagree 12 7 2
(133) (252) (657)

Here we find a di 'natic contrast between administrators and 1li-
brarians in attitudes toward censorshin, and by inference, receptivity
toward innovation. (Clericals are once again quite similar to librar-
ians)., If we take -the cntire sample, and separate all those in ad-
ministrative from those in librarian-clerical roles, the same difference
appears: only 22 percent of-thue former (N=150) "agree’” compared with
fully 43 percent of the librarian-clerical group (N=908). The implications
for change, insofar as this item is a valld index, are suggestive. Once
again, the administrative component of the occupation, upon which innovation
so largely depends, proves to be less oriented toward its introduction.

‘Some striking Jdiffferences appezr regarding type of setting, with
university librarians (N=501) most opposed to censorship, 68 percent;
followed by those (N=161) in special libraries, 54 percent; with public
librarians last at 47 percent, Interesting regional variations also
appear. Not surprisingly, given the sociological dimensions of the Bay
Area, San Francisco is wost permissive, with 81 percent of its librarians
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agreeing, followed by Toronto with 77 percent, Boston, with 72 percent,
and Atlanta with 61 percent,

Responses to another single '"change" index reinforce the hypothesis
that respondents have generally positive views toward change. This
item states, "1library schools need to emphasize thelr function of pro-
viding research support for the profession." Given the pervasive view
that reseavch in the field has been rather limited, and the frequent
calls for more research in the journals, the followlng response seems
a good habinger for the future:

Table 5-17 "Library schools shiould provide research support , . ."

Librarians Clericalg
Strongly agree 347 24%,
Agree 51 51
Undecided 11 22
Disagree 4 3
Strongly disagrec - -
(387 (611)

The fact that 85 percent of librarians are convinced that library
schools should emphasize their research function suggests a vecy forward-
looking orientation. An interesting aspect of this finding is the sig-
nificantly different proportion of clericals who '"strongly agree" or are
"undecided" regarding this item, which is surprising, given the usual
continuity between their views and those of librarians.

Implications for professionalization also arise here, in the sense that
the contrel and production of new knowledge in one's field is a wvital
concern and condition of the traditional professions. Indeed, some semi-
professions, such as nursing, have eagerly embraced behavioural science
in an attempt to develop generalizations which would set their fields off
as a discrete sector of knowledge, with resultant advantages in autouomy
and service.

Closely related to orientations toward change is the extent to which
onc perceives change as a factor in his own experience. In effect, are
the responses presented above the result or a direct encounter with auto-
mmation or are they essentially hypothetical reactions to it? Responses
to the following item give us some information on this point. Since we
would expect significant variations, the types of libraries are presented
separately.

Table 5-18 "How much would you say zéutomatioﬁ]has affected your own job?

Public University  Special

A great deal 17 10% 25%
Quite a bit 14 13 15
Not much 25 23 19
Very little 22 15 21
Not at all 28 38 21

(356) (552) (176)




Fully three-fourths of respondents in public and university
milieux indicate that automation has not had very much direct impact
on their work. Parenthetically, these data beac out our initial con-
clusion that automation is restricted to a fairly small proportion of
libraries, found mainly in government, large spacial, and a few
university settings. Indeed, when we look at those who have experienced
a significant amount of automation, we find them concentrated (40 per-
cent) in the special library area,

This matter of perception regarding the amount of change occurring
throughout the library field is worth further analysis. It could be
that librarians feel their own library or service is not changing very
much, but that this condition is not characteristic of the entire field.
The next table (5-19) indicates that such is indeed the case. A sub-
stential majority of librarians believe that far-reaching changes are
indeed occurring. Since few of them have been directly affected, they
must be assuming that such changes are happening elsewhere. Here, per-
haps, we have encountered an occupational (and social) myth, namely
that diffusion of innovation is occurring (or occurs) at a more rapid
rate than is actually so. If this is true, it suggests that occupational
interaction among librarians is rather restricted, since the rate of
diffusion usually tends to be a function of interaction among membecrs
of a discrete group who, as a result, inspire each other to adopt a
given innovation.8

Further information on this question is provided in the next table,
which asks our entire sample for their judgment concerning the scale and
intencity of automation and other innovations in library scilence.

Table 5-19 Perceptions of the scope and intensity of technological
change, by type of library

Public University Special

Change is highly exaggerated 1% 2% 2%
Change hasn't affected my group 24 o 22 13
Change is here but 1. "rarians

can easily adapt 23 21 19
Change 1s here and will require

considerable adaption 46 48 60
Change is here and will be

disruptive 6 7 6

(343) (525) (175)

In effect, about 75 percert of our sample recognizes that change is
here, and the vast majority look upon it positively. While there is a
widely-held belief its by-produats will include '"the need for retraining,”
only a very small proportion Lelieves that the required accommodation
will prove very difficult.

Another iwportant behavioral question follows., When we ask the three
types of respondents precisely vhat their own organization is doing to
prepare itself for such extensive changes, the following situation emerges:
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Table 5-20 '"Which, if any, of the following steps are your directors
taking to meet such changes?"

Publie University Special

Haven't discussed changes 19% 20% 14%
Have discussed, but regard change

as exaggerated 9 7 11
Have had meetings, sent literature

around, etc, 30 24 25
Have actively prepared, assigned

people, etc. 43 48 50

Here again, we find a very positive condition, indeed almost sus-
plciously so when set against the earlier finding that three-fourths of
our respondents in public and university libraries had not personally
experienced innovation in their work-place. In any event, some 75 per-
cent of our respondents maintain their libraries are taking active steps
to ease change by assigning individuals to study new proceduvres; graant-
ing leaves for observation of advanced systems elsewhere; and encouraging
staff to acquire new skills. It again seems useful to specify more pre-
cisely where these positive attitudes tend to be found and, alternatively,
where the centers of traditionalism seem to persist. Let us look first at
the distributions according to service role.

Table 5-21 Distribution of selected responses to change by service role

Administration Technical Services

Haven't discussed changes 8% 147,
Discussed, but regard change as
exaggerated 10 8
liad mz2etings, distributed liter-
ature, etc. 20 26
Actively prepared, etc. 62 51
(132) (247)

Here, we find a rather hopeful situation, in which a significantly
higher proportion (62 v, 51 percent) of those in administrative roles in-
dicate that their own administrative superiors have actively prepared for
expected changes in several ways. While their responses may be skewed
somewhat by the realization that such behaviour is expected of those in
administration, the magnitude of the difference suggests that administra-
tors are providing some leadership in preparing their organizations for
the future.

One would expect significant differences among the four regions, es-
pecially given earlier data which indicate that the Boston area contains
the highest proportion of librarians ranking '"high'" on the accommodation
potential scale., Table 5-22 presents the distribution, for librarians
only:
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Table 5-22 gggpérations for technological change, by region

Atlanta Boston San Francisco Toronto

Haven't discussed changes 147 14% 18% 57
Have discussed, but regard
change as exaggerated 8 6 10 9
Have had meetings, sent
literature around, etc. 28 18 21 29
Have actively prepared, etc. 51 62 51 57
(51) (79 (122) (127)

Looking only at the last row, which depicts ithe maximum degree
of preparation, we do find Boston ranking highest, but by a rather small
margin over Toronto. Boston, meanwhile, is significantly higher than
Atlanta and San Francisco. Turning to the other end of the scale, i.e.
differences regarding the extent of ignoring automation and related
changes, we find a dramatic difference with Toronto subtstantially less
inclined to choose this ancient method of handling a problem, It {is
significant that when the last two positive levels of response are com-
hired, Toronto ranks first.

CONCLUSIONS

What kind of conclusions are warranted by the evidence in this and
earlier chapters regarding the capacity of the library occupation to
adapt to the technical revolution now facing it? Obviously, the evidence
is highly mixed. Given the technical thrust of North American culture,
it is hard to believe that a highly educated group, specializing in the
carc and feeding of information, can fail to work out a positive accommo-
dation with the new factors impinging upon its field. Much of our data
supports this conclusion. Not only do most librarians react positively
to the prospect of automation in its several forms,. but most of their
directors are making specific attempts to prepare tnem to handle its
effects. There is 1i. le tendency, moreover, to "wish away" impsnding
changes by various rationalizations, including the view that the degree
of innovation occurring and the adaptability of systems concepts snd
computers to library programme needs are exaggerated. This attitude,
however, may be coloured by the fact that most librarians have not yet
experienced much innovation directly. There are, moreover, only a few
significant differences in these perceptions and preparations among types
of libraries or among the four regions included in the survey.

Having said this, however, it is necessary to add a qualifying notc.
Regarding individual reactions to the actual introduction of changes in
their own work-place, as opposed to an hypothetical situation, we find
two-thirds of the librarians have a generally ambivalent reaction,
ranging from "reluctant acceptance' to a "wait-and-see" posture., Morc-
over, aithough librarians and clericals share similar views, only
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a tiny proportion indicate an attitude of "positive acceptances."

Insofar as innovation requires an entrepreneurially-oriented body
of librarians, and insofar as total organizational climate is a signifi-
cant factor affecting the diffusion of innovation, there is also some
doubt that it will be accepted easily. Not only are most librarians
educated as undergraduates in the humanities and social science, which
are often unsympathetic to quantification and scientific method, but
they seem to have some personality attributes which are inapposite to
a felicitous acceptance of change and innovation., Promiunent among these
are a widespread preference for order in their work situation, reinforced
by a pervasive disposition to '"wait-and-see'" when confronted by new ways
of handling information. It should also be noted that on the item con-
cerning the extent of preparation for anticipited changes, administrators
were more likelv, by a significant margin, to rank their organizations at
the highest level, compared with those Iin technical areas, Some ego-
involvement may Le at work here. Regarding "accommodation potential,"
only in Boston did administrators outrank those in other science areas.
This orientation has been attrilLuted to “the library executive's
inheritance of the quiet gentility image,"9 and both observation and
research suggest that residues >f this image persist in the field, per-
haps especially among university librarians. As Richard Farley concludes
in a recent study '"too nany library executives are hostile to the
apparatus of scientific rmnagement."lo Our own findings raise other
questions about the 'Yaccormodation potential" of administrators, who
are the primary agents of change within the field. On certain individ-
ual items which seem to test attitudes toward change, such as those
regarding censorship, they sometimes rank well below their librarian
colleagues. Here of course, we are generalizing about all the some 150
administrators in our sample, among whom there are undoubtedly many
ex.2ptions to this judgment.

Conflict avoidance, order, and dependency are apparently common necds
among librarians, some 80 percent of whom are women.* These '"bureaucra-
tic'"values, which do not typically inspire strong demands for profession-
al control of one's work uilieu, including any new techniques, seem to be
aggravated by the uncertain career commitment and the personal,'service"
orientation often characteristic of "femazle" occupations.

A final and somewhat anomalous characteristic affecting change is
the marginal degree of job satisfaction found among our respondents. It
will be recalled that fully two-thirds of them indicated that, given an-
other chance, they would 1ot choose the same occupation. Despite its
patently negative aspects, in terms of certain theoretical formulations
regarding the social and personal characteristics of innovative types,
such a condition may actually provide an impetus to change and the dis-
ciplined individual effort required to shift traditional perspectives
and to retool oneself in the new language and technology of information
science and computer operations.

*1960 U. S. Census data show that only 17 percent of the total library

. work-force of almost 84,000 was male.
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On the other hand, discontent is perhaps a slender reed upon which
to rest one's hopes for a productive response to the challenge now
facing conventional libraries. Substantial change often has to be
imposed from outside a given occupation or institution, and some of the
values of some of our librarians are, as we have seen, somewhat inapposite
to demands now impinging upon their field. In this sense, it would be
neither surprising nor vnusual if the major thrust for automation and
systems concepts would have to wait for a new generation of librarians,
trained in schools that have fully incorporated the skills and concepts
of a new librarianship into their teaching programmes,

Another alternative is that librarianship may by default allow
the emerging "information specialist' groups to determine the conditions
of participation in the changing library occupation. Certainly this
consequence would be one way of accommodating to the existing situation,
but it would probably mean the end of librarianship's aspirations for
the independence and prestige that come with professionalization,
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Appendix A
Methodology

This research study is essentially a compavative analysis of three
types of libraries in four metropolitan areas in North America: Atlanta,
Boston, San Francisco, and Toronto. The basic unit of analysis is the
individual library, viewed as a case study of a partially autonomous or-
ganization charged with a discrete function. Obviously this conceptual-
ization is somewhat artificial since, like all organizations, the library
exists as part of a larger social system upon which it depends for its
essential resources.¥® (Parenthctically, an example of the direct re-
latiouship between environment and the library occupation is the well-
docunented fact that Job satisfaction tends to be higher among librarians
working in large metropolitan centers, compared with those in small and
medium-sized communities)}. We shall be primarily concerned here, however,
with the internal organizational aspects of the library and the attitudes
of those working in it, including some 1,100 1librarians and clericals.
Questions of organization, task specialization, patterns of authority
relations, job satisfaction and morale, and career expectations are among
our central interests.

Another acpect of the research design is that important elements of
the eavironment of the 36 libraries in which the research was carried out
will, to some extent, be held constant. This condition reflects in part
practical necessily; 1.e., the need for the research to include several
kinds of libraries, an imperative which could be met only in large metro-
politan areas. As a result, the libraries studied have certain environ-
mental continuities of size, large population, political and jurisdictional
complexity, social class and ethnic heterogeneity, and financial and tax
pressures. Such continuities may add weight to our generalizations about
the internal system attributes of the various libraries.

On the other hand, each area has certain, discrete regional charac-
teristies including age, social and political history, per capita income,
and public support for the library which may help explain differences found
in its libraries® " rcommodation-to-change" potential, its financial sup-
port, effectiveness, employee morale, and in the attitudes and behavior
of its personnel. In effect, since libraries may be affected by cultural
differences in the various parts of North America, we have used an expli-
citly comparative framework in order to isolate and explain the influerce
of such variables upon its performance. Three categories of library types

*For a systematic demonstration of some functional relationships between

an organization and its immediate envircnment, see Vaughn Blankenship,
"Organizational Effectiveness,” in Robert Presthus, Men at the Top: A Study
in Community Power (New York: Oxford University Press, 1964}.
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have been selected for analysis, university, public, and special libraries,*
among which the latter sometimes include those newer information agencies
which exist alongside the traditional library field. (Departmental and
agency libraries of the U.S. government are categorized here as special
libraries.)} Distinguished mainly by the form of the information they cap-
ture and the methods used to retrieve and store it, such agencies may well
provide the best prototype of the library of the future.

Insofar as the 36 libraries themselves were concerned, we chose then
arbitrarily, mainly on the basis of their diversity, significance and
putative utility for the purposes of the study, and in order to secure
at least two similar units of each type in each metropolitan area. In
every case we were able to include the major public and university libraries
in the area. It is important to note, therefore, that our libraries do
not constitute a cample. They are essentially selected "cases" of the
three types of libraries in four major metropolitan arveas.

‘The research in these libraries was carried out using questionnaires
approximately 1-1/2 hours in length, usually administered on the scene by the
research director or his associate to a random sample of approximately
£%-30 per cent of the professional and clerical staff in the variocus tech-
nical and public service divisions of the selected libraries.** A total of
397 professional librariens (those having a degree in the library field) and
713 clerical personnel were included in the study. Regarding sampling
procedure, we Were not able to secure perfect rendom samples in all the
libraries surveyed. 1In one of our largest libraries, for example, we were
given a list of respondents which (like our other samples) was stratified
according to service areas, but we cannot he positive that the respondents
were randomly chosen. Tn sone of the smaller libraries, including most
special and some branch libraries in suburban areas, the entire staff was
surveyed. Moreover, since participation was necessarily voluntary, we 3id
not always survey the same proportion of each service area staff in every
)ibrary.

Although the nature a4 conditions of work vary among the different
task specialists, as-vell as between librarians and clerical staff, the
same questionnaire was used tnroughout in an attempt to reveal differences
in their attitude and behaviour along several bench-mark dimensions, e.g.,
dirferences between and among the attitudes of librarians and clerical
staff toward librarianship as & crreer; about the attractiveness and psychic
rewards of working in one or another of the various services; about the
character of the library as a workplace; about the rationality and "effi-
ciency" of existing tusk allocations between professional and clerical
personnel; and about attitudes toward autherity existing among them. Libtravy
and clerical staff were differentiated on the single basic criterion of
whether or not they had taken a degree in librarianship. Most of the

¥Zince school libraries are usuaily regarded as an atvpical element in the
field, they have not been inc2udad in the study.

*¥¥gee Appendix B for & copy ot Liie research instrurment,
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questionnaire was designed to treat attitudes which were assumed to be
fairly selient and well internalized among professional library staff,
e.g., attitudes toward librarianship as a "profession;" toward public
images of the profession; toward the type of supervision existing in
the typical library, etc. The analytical problem of generalizing about
a "typical” library is discussed in Chapter 2. In essence, we have
used Max Weber's "ideal-type" construct, in which all libraries are
categorized as bureaucratic models possessing several common character-
isties, including hierarchy, specialization, roles graded by authority,
etc.

We also analysed certain rather more objective asrects of library
personnel and their work, including their social backgrounds (social
class status was determined by father's occupation and education,
weighted according to A.B. Hollingshead's method) - the extent of their
satisfaction with library work; whether reasonably objective critc.ia
for the evaluation of performance and the promotion seemed to exist;
whether supervisory styles and relationships were generally productive;
and “he extent to which librarians seemed prepared to accept change and
innovation,

In addition to the questionnaires, consideradble "free association"
interviewing was carried cut with the directors of the libraries and their
divisional heads, especially those respousible for technical innovation.
'The degree of autonomy enjoyed by the director and, in turn, his own
divisicnal heads would, for example, be a central concern here, The main
part of the field research was completed between L968-70.

Definition of the scales - The values for the scales used in the study
are obtained by adding up the scorec given for each individual on the
cerresponding items, as indicated helow.,

The score ranges were collapsed in most cases into "high," "medium,"
and "low."

1. Astitude towards nuthority

ITEMS NEW SCALE

Lard Range Total Score Label
2 L8 0,1 -5 0 Reject
2 50 0, 1 - 4 hy - 5 Low
2 52 0, 1 - 4 £ - 8 Medium
2 s6(R)* 0, b -1 9 -11

12 - 14 High

15 - 17

*¥Designates items whier had to be reversed for scoring.
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2. Supervisor's efficiency

ITEMS NEW SCALE
Card Range Total Score Labvel
1 19 0,1 -4 0 Reject
1 20 0, 1 -5 5- 8 Low
1 21 0,1 -4 9 - 11 Mediur
1 22 0, 1 -5 12 - 1b
1l 23 0, 1 -4 15 - 17 High

18 - 22




3. Self actualization scale

ITEMS
Card Range
3 93 0’1'5
3 9’4 -0,1-5
3 95 0,1-5
3 96 0’1'5
3 971 0, 1 -5

4, Job satisfaction scale

ITEMS
Card Range
3 an 0, 1 -7
3 65 0’1‘5
3 82 0, 1 -5
2 bo(R) 0, 5 - 1
2 BI(R) 0, 2 -1

5. Acceptance of change scale

ITEMS
Card Range
1 27(R) 0, 5 = 1
2 58 0]1-5
3 Bu(R) 0, 5 -1
3 85(r) 0, 5 -1
3 E6(R) 0, 5 -1

6. Frofessionalism ::2le

ITEMS
Card _Range
1 29(R) 0, 5 -1
? Ls(g) 0, 9 - 1
e L6{rR) 0, 6 -1
3 86(R) 0, 5 =1
:‘ 90. 0’1‘5

NEW SCALE

Total Score Label
0 Regect
5 - 8 Low
9 - 12 Medium
13 - 16 Medium
17 - 20 Medium
21 - 25 High
NEW SCALE
Total Score Label
0 Regect
5- 8 Low
9 - 12 Mediun
13 - 16 Mediwn
17 = 20 Medium
2l - 24 High

REW SCALE

Total Scere Label
0 Peject
5 - 8 Low
9 -12 Medium
13 - 1€ Medium
17 - 20 Medium
21 - 25 High
HEW SCALE
Total Score Label
0 Reject
S - 2 Low
10 - 1h vediunm
1§ - 19 vedium
20 - 25 Yedium

26 - 30 High

Low

High

High

High

High
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Appendix B

Resesrch Instrument

—_—

Interviev

Date

By

¥e'd 1ike your halp in this survey which {s part
of a nat{on-vide stuly of emerging trends in the
1itrary fleld, The study is supported by the laticnal Science
Foundation, the U.5. Offfce of Educaticn, and the National
Library of Medicire,
Al of vour aaavers sAll be abaclutelv confidantiads
and the report based upon theas vill te presented in

ancnynsue or statistical fora,
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5.

6.

e'd 1ike to ask 13 boyt .

Which of the following age and sex categorles are you in?

()1, 15 -19 () 5. 35-39
()2, 20 -2 () 6. 40~ 24
()3, 25- () 7. 45 - 49
()4, 30-3 ()eg. s0-

()1, Male () 2. Female

Flease give us a precise description of your Job, ingluding your exasct title,

Hrw lerg lave you had this Jobt?

()1, © - 4 yeare ( ) 1. Catalcging
) < 5= 9 years () 2. Keferenc~
() 3. 10 ~ 14 years () J. Circulation
¢ ) 4. 15 - 19 yeara { ) 4. Acquisitions
{ )4 20~  years () 5 Other

rAt 48 the highest level of schoel you completed?

) A, grade 2checl
2, high z2nool
3. soze college
4. college

5. grajuate work

Do you have a degree in Librarianship?

S ) 1. %o
¢ ) o If "yes," what s 1t?

Gould yau tel, me your father's major sccupation?

Otker library jobs held and vhen?

Where taken?

. to 19__
__ %0 19,
. to 19
__ to 193

to 19

Year

)1, m»zn.r s professional or proprieter
J . lower executive, » . .
« szall independent busiress
. ¢lerical
. tkilied worker
; . eealesedliled worker
o Wnsklllel worrer

(
(
(
{
{
(
(
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7. Could you also tell me the highest grade he completed in school?
{ )} 1. graduate or professional work
{ ) 2. college graduate
{ ) 3. one to three years of college
{ } 4. high school graduate
{ } 5. ten or eleven grades of school
( )} 6. seven through nire gradea of school
{ ) 7. under seven grades of school
g, (Optioral) Do you regard youraelf as a ?
( ) 1. Republican
{ ) 2. Democrat
( ) 3. Independent
{ ) 4. Other
B, Next turn t me queation ut yo ob th th,
S, Feople who work closely together and develop persoral ties with each
other on the same or closely related tasks are sozetimes called a
“work group®. Do you feel you are a part of such a group in your
prescrt Jcb?
{ ) 1. Yes () 2. o
10, If "yes", how would you des:ride this work group?
11, If you also worx wvith soas pesple formally, how would yua. describe thie

forzal group (f.e,y peopls with whoa you intersct on the job but on a less
frejuent, mers izpersonal besis)?
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12,

12.

15,

16.

18.

17,

Supervisors perform their jobs differently. How do you feel your
{mmediate supervisor carries out his Job? Please check the aporopriate
nunber.

Clearly asaigns people in the work group to specific tasksi
() 1. alvays ()} 4. seldom

() 2. often { } 5. never

() 3. occasionally

Criticizes poor work?

() 1. always ( ; 4, seldon

() 2. often () 5, never

( ) 3. occasionally

Streasses belng ahead of competing work groupst

() 1. a great deal ( ; 4. comparatively littie
( ; 2, fairly much () 5. not at a1

(

Ezphasizes meeting of deadlires:

3, to sone degres

()} 1. a great dasl ( ) 4. comparatively 1ittle
() 2. fatrly such () 5. not at all
() 2. to some degree

Gets the approval of the work group before golng ahecd on important
zatters:

() 1. alvays () 4. esldoa
{ ; 2, often () 5. never
() 3. cscasionally

Heips people in the work group with thelr pereonal probleas:
( ; 1. cften ? 4, orce in a wvhile
{ ) 2. falrly cften 5, seldon

{ ) 3. cccenionally

Puts tuggestions made by people in the work group into operationt

() 1. airsrve () 4. 00ldoa
() 2. ofts () 5. cever
{ ) 3. cecnetonally

Fow well dces your supervisor koow the Jobe he supsrvises?

( ) 1, ke ¥Ynows very 11ttle about the jobe
{ ) 2, e 2cesn't Xnow the Jobe very well
{ ) 3. he xneve the Jobs falrly vell

{ ) 4. ho Xnows the Jode very well
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20. How much 1s your supervisor interested in helping those who work wunder
hir get ahead in the organization?

( ) 1., he doesn't want then to get shead

{ ) 2. he dcesn't care whether they get ahead or not

{ ) 3. he is glad to see them get shead, bub he doesn't help them mich
() 4. he Yelps them get ahead, 1f he gets a chance

{ ) 5. he gues out of Ids way to telp then get ahead

21, ing 1t all in all, sow well would you say your supervisor does his

» he dces s poor jeb

« he does a fair Job .

. he does a good job

» he Joes an excellent Job
22, How geoi woild you say your supervisor is at dealing with the people
he superviges?

i. he 1s pasr at naniling people

Lo he 18 ot very good at dealing with people; does other things
betier

3. ke 1s ffairly good st dealirg with pecple

4o ho 18 good at thls -~ tetter than nost

5. e 1s very gocd at this -~ 1t's his strongest point

23, Wrat happens when someone llxe you makes & ccnplaint about somethirng?

() 1. 1t's hardly aver Leken care cf

{ ) 2, 1t's often 10t token care of

() 3. ft's usually taken cars of

V) 4o Lt's adrest alumys taken cars of

2he Mozt pecplie tuve soze fdea of what they would want in an ideal job,
what injortauce would eanh ¢of the following elezents have in your
1desl J:b? Please checr column A, B, C, D, or E,

A B c ] E
Indiayensatles Fxtrazely Yery Falrly Little cr
Izpcrtant Important ixportart no lrpertance

<5, Having srestige
awing ry onlleagies —_——

<, Jeveleping vloas
frienishirs with
the reople I work
with

<7, Introdusirg sore
aodern nethuis ~f
dolng the -i
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28.

9.

3.

31.

32,

3.

35.

A B c D E
Indispansable Extremely Very Fairly Little or
Importart Important Important 1o Importance

Meeting with and
helping people using
the library —

Being in a position
to make a contridtution
to knowledge

Being able to do work
that 13 satiafying

to e personally —

Maxing as high a

salary as possible —

Having & chance to

build a new

collection or progrem — e

Next we'd like to know how much chance yoeu think yuvu'd have to odtaln »sach Job
element in ench of the various services. In which service would you have

the test chance? next best? least? Plesase insert "1%, "2", and "3" somevhere
along each dotted line below. That {s, rank the best (1), pext beat (2),

ard leapt beat (3) service according to how they provide opportunitiss for
esach Jcb element.

t

BidXiography
Raro iocks
Documenta

Adatinistration

Seriala
Reference
Circulation

Cataloging
Acquisttion

Having prestige
among ay colleag. o — e e e e e eae e e

Develofping closs
friendshirs vtk the
poople 1 work vith UL UL U U,
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g 2 X g s 5 5 £g
8§ 2 & 4 2 3 Sa
36, Introd::ing more
moderr. methods
of deing the job e e e e e
37. Meeting with and
helping eople
using th library e o
38, Being in a poeition
‘norAke a
centribution to
racwiedga e e e - — — -

3), Here aTe several typical occupations. Please rank thea (1, 2, 3, ete,)
accerding o the prestige you feel the general public gives thenm.

() 1. 1741 eervant
7. tark manager
3, tescher

« librarian

. doctor

« university professor
lawvyer
businesszan

. politistan
J10. saleszan

11, army officer
12, dentist

(
(
(
{
{
{
(
(
{
( )13, eroroalat

406 hew wall do you thirk the perforparnce of your own work group compares

Ath cthers in yoir Library?

{ ) 1. 7ich best.. { ) 4. vorse
() 2. battex { ) 5. much vorse
() 2. adbrut the saze

Ale 1f you eould 4o 1% over agsin, wvould you chooss library wverk as s carser?

{) 1. Yea () 2. Nz

4 i s
cmn ®



22, If "no"

, could you tell me exactly why?

43, Threre's a lot of talk ncw about automation and ths use of computers
in litraries, How much would you say this fuctor has affected your
cwn Job in your own area of litrary service?

-

N e s
R R N

a great deal
quite a bit
ot ruch
very little
net at all

C. Next we would 1ike tc know & 1f{ttle about your oersonsl preferences as

ilev relate * your icb.

44, In your cpirinn which gne of the following would do most to improve the
quality and prestige of 1ibrarianship?

()1,
()2
(1
()«

() s,
() e,

make & clearer distinction between the work perforzed by
professioral and clerical peraonnel

reise the ejicational qualifications of professional libraries
to an M.S. degree

restrict menbership in the ALA to those with graduata degrees
tn litrarianship

sharply upgrads salaries and other conditions of werk for
prefessional 1itrarians

try t2 attract better recruits into the field

faprove teaching, curriculum, and research of the Lidrary Ssheols

4%, Frea which of the followirg scurces do ycu obtain the greater part of
yeur fntellectual and prcfessional stimuletion in connsction with your
worx {please rark three)?

()1
{)a
()3
4
5
6|
3

()
{1
()
()

ERIC

Aruitoxt provided by Eic:

zy colleagues hers in tke library
Zy iatediate suparsiscr

ay divisior, hewd

the directer .f tle library

professions cutside the library (teachers, ccnference speakers, ote.)

profesaicnal dacks eor ioumala
ottera (flanse specify
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46,

L7,

¥,

43,

People attend professionsl meetings for many reasons. Please rank
the two rain reasons ywu attend.

{ ) 1. to make new conta:ts and to become generally known to your
professional peers

{ ) 2, to get a new Job

{ ] 3. to meet old friends, have a few drinks, exchange the latest
news or just because you've never seen San Francisco

{ ) 4. your chief librarian pressures you into going

) 5. to attond mestings which are of interest to your special

field or Lo some new resporisibility you may have

{ ) 6. I rarely atrend professiornal meetings

During the past year, I read approximately the following nunber of
beeks relating Yo my profession:

() 1. rone

( ) 2, less than five

{ ) 3. fi. toten

{ ) 4. ter to twenty

{ ) 5. tweaty to Lidrty

Fenple dirfer on the xini of supervision they like to receive. Some like
fairldy -inre supervision, +hile others prefer very 1ittle., Please check

the kird you prefer:

» 8 wide atcunl of individual freedom

. tonsiderable aatorcmy in deciding how and what to do
. this ratter doesa’'t really concern me very much

. reasorably close supervisicn ao as to minimlze errors
. ~lree sipervision saits w0 test

Here is a list cf satiefa:tions yru ray get from your job., Pleass ranx

ihpee in onder of thelr fapertance o you.

( ) i, prestige of teing a 1llbrerisn

2« financial returns

3. chance to realize your own interests through your job
4. chance to step into an aizinistrative role

5. chan:e to ejucste nysslf through ry work
C, ~tanze to move geographlcally
'. clance for lonp vacations

Regariing relaticre with eupericrs at varicus levels, wvhich of the
foliuwirg atatenme-*s bast chara-terizes you?

2, 1 s:somrodaca fairly well, tut I az alwvays consclous of
suthority 2Mffererces

3, 1 aceontoiate by attenpiing to minimire or "vish avay”
sitherity dllfererons

Lo T find it rather §I€012alt Lo marege Wy interperscnal
reiati-re Iin sipericrs

1
g 1, 1 scsortolste frirly casily
)
)

(R

b~

[ Y.



£l., How would you say you generally react to everydsy problems at work and
elsewhere?

( . they don't bother me

{ . they bother me a little

{ . I worry about then

( . 1 probably worry mere about them than others do

52, Assume that your immediste superlor, after consultation during which you
iniicated your disapproval, went aheai with an important decision which
you believel wus wrong from the standpoint of the interests of the
crganizaticn. Which of the following alterratives would you follow?

( ) 1. keep still and carry cut the policy as well as possible

{ ) 2. try to reascn with kim in an effort to chaige the policy

{ ) 3. go cver his head to sume higher authority in crder to change
the de:lslon

{ ) 4. consller resigning as s protest

53, Flease rarnk (1, 2, 3) the three activities in your life which give you
the most satisfaction.

. your careor or cccupation

. fanily relaticnahips

2, l=fiur2-tize recreaticral arnd cultural activities

4o Teligious bellefs »r activities

5, participeticn in activities directed towvard local, national
or internaticral tetterrent

b4

P

Tt Mt e e

54. What twy qualities on tris 1list do you think realiy get a young
terscn ahesd the fa=tist today? {Check iwp.)

) 1. tard werk
2+ having a tles:ast poracnality
3. brains
4o Yroving the right pecple
%, good luck
¢, belng a geed politician

—————
L N

¢, The pAlr ressor ] tecate a litrarian ist

; 1.2 eoun * - find anotrer Job

Je 1 kave alwmys lixed tocke

3, ore of =y parents wvas & livrarian

4o 1 fust drifned {ntd the field

; 5. 1 alvays 1 :arded Jibrarlanship as & significant kind of werk

&, citer

o~~~
—rt—
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52,

Reparding relaticns wvith supericrs, I generally prefer a work situation
'n whirh

{ ) L. sapervision is falrly close so &3 to minimize ccstly errors

() 2. my "boss" works rlght aleng with me as the pregrarme or poliey
deveiops

( ) 3. Ir general, 1 can share the respensibility for a deslsion
with theee above me

( ) 4. 1 am given a gereral obfectfve anl 1efl completely alone to
carry 1t out '

Flease prank the twp most important satisfa-ticng you derive from your
Job,

( ) 1. the chance to do scmething socially iseful through the library
( ) «. the chance tu develep or tuild an important collecticr or
progratme
{ 7 3. the chance to identify with & prestigeful institution
) 4. the chance to work will a certain clientele, e.g., children,
stuients, facu'ty, ete,
) 5. the chahte to worh indepeniently
() 6. othxs {please spectfy)

wWoen oregges are introfiect in my werk group cr in the lavger organization,
oW reaction terds o b

h
Jo reluctart acceptance
3, a "wait and ses" attltude
4. positive acceptance

(
(
{
(

If you Lied to crarecteriso most prefessicral librariens which three of
the foliowing attitude statenents do you think they would te most 1lixely
to subserito to? {plesse rark)

( ) 1. 2ife $8 ar artiteary ani caprieious thing over which we have
o contrel
( ) 2. life is controlled ty supsrior forces which we cannct affest
in ary way
£ ) 3. ran 49 a%le to zenipulste and contrcl his environzent as he
. wiskey
( ) 4. 1t 1s fnportant % te corierly tf cne is to be sfficient and
. Jroductive
() 5. cne should 1, % take ery Initiative in cnc'a Job, 1t will just
get you lnty rouble
} 6. o gew Udrgs done, you have to take risks sven if othera
nigit ilsapprove of thez
) 7. achieving somethirg on yeur nwm is one »f the bast pleasures we
tave
(2%, 1 endob my tob most when ! a1 werwing on ay. own and can take
Ll responsdbility for what T ea doing
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regariing tiie ocoupaticral status of litrerians, soms observers belleve
vle rrofessicral librarians and othevs worxirg in libraries do rot
roeelve nll S recpeat they deservs trom the putile,  How do you feel
et -t thls?

1) 1. stringiy sgree

) o egrc

{ ) 3. dlsagree

U0 4 strragly dlengree

I o answored "strongly egree” or Megren’ v the prezeding question,

ylense rany “fo three nmost fmportant reasony vxplaining this condition,

() 1. it's minly a qaestinn of crganization, i.e., we have ro strong
associntion devoted to improvirng our bargaining position by
getting rerforrance stardards, controlling entry, inesuring e
nited front, ete,

¢ ) .. the tecinical skills practiced by librariens ar ‘co casily
aoyairet by nonprofessionals

} 3. the public dcesn't really henor schrlarship and reading, i.e.,
the cortemplative arta which we symbolize

( } 4. iradequate commitment, $.e., too many people in the fleld are

] interested ir a job rather than in a career in librarlanship

{ } 5. other (plensz fnazert and rank)

In youir Judgreni, wdeh oge of the following kinds of supervision do
ilibrarisns you have known prefer?

) 1. very permissive, ccneultative relationsa

} ¢ a falr amount of lndividual discretion

J 3. aiyles of supervision aren't very important to librarians

} w. & Tetrly well-dafined systes of suthority and
responsibility

() %. close, highly atructured relationa eo that evsryons knowas

where e stands

A~

Some observers belleve that Jitrartes o rot ususlly have explicit
tuilt-in steniards for measuring the productivity and eoffectivness of
staf metbera, How dn you feel about thls Julgment?

()} 1. strorgly a,:ce
() 2. agree

{ ) 3. issgree

() 4. strongly lisagree
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4, ln your own libcary, wna* is the gingle major bagiy for promoticn?

) 1. interperscrnal nr Yhizan relations® skill
) o. tocnnieal competence

) seniority

) A Voonnestiong”

}
) &, other

(
{

-

. conpeting offers

€5, If you werc leterminirg promotirns, whish of the ¢ollowing would you welght
moat heavily?

{ )} 1. frterpersonal or "huzan relavtizna” skitl

{ ) 2, testaleal computence

() 3. senlarity

()i, "onurections”

) &5, comreting crfers

) 6, other  ___ e o

‘6, How mueh 12 you wstl {or) tow laupertent is 4% to you in your work to have
freetom Lo cerry out your own idess; to have a chance for urigirality
and {nftiative?

. utThst

., roasiderst]e
. ot or iittle
Lot optnion

TN I S

¢
{
‘.
(

[P

O7. Mok is eald chese deys sbout the "irnfirmation revolutiorn,” automatlon,
the introdusticn of seaputerized retrieval ani storage of infermation,
nrd the resulting necd for radiral innovations 4n litrary sclence,
Which one of the following ldeas best _des:rites your own opinien about
thls development?

() 1. su:h chunges sre highly exaggerated

! ) 2. such charges ray be occurring, but they Laven't effected my
work or that of my work group

{ ) 1, suzh changes are occurrirg, tvt ncet ldbrarisns can esaily
aiapt, beth technically ani psychologlieally, to such changes

{ ) 4. this developrent is clearly upon us snd will result {n soce
changes, incluiing the need for ret-aining

{ } 4, tele developaeat 18 here wrd will resilt In censiderable
dlsiceation, incliding teshnical ctaclescence and scze loss
in prestige ani suthority for libtrarjarship as it now exiats

A, Whithy 3 uny, of the followlng steps is yoar lilrary taking toward

mreting ary such cha' s (vlease check onel?

() 1, vur aiminisiretive becds haven't even discuseed thie matter
with those of ur in the varicus eervicoes

{ ) 2, aur sdminlstrative teeda nave ifscussed scme cf these rnatters,

ot genrrally they bolieve thr <nargea ard threlr imjants are
annewral exagresated
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{ () 3. nur aininistretive heads bave hai meetings, sent literature

: arourd, ani generully inifcated their awareness of {mpending
SLanges

{ ) . onr admirdstrative heals have actively rrepared for sich changes

y ty asslpudng people Uy study them, granting leaves ror chbservaticn
{ U oafvanted systems i other agercies, and encouraging certein
stal! menbors to learn some of the omerging skills

s Doncerning teclrologloal chenges, tunbers of Ty TWnh WOrA group and
rolleapmaes:

Lo rarely lseuss thenm

Je dbaeuss them sonotises

diseags them fali-ly often

fave rade them & major tople of dis~ussion

¢ Wonen such olanges are iisz2ugsed, the pafcr reaztion ameng my cwm work
proip s

| t ) LA cartadn amonnt of unxiety

V) e a certaln amourt of resistan:e

{ ) 3. a teelirg that "{+ can't happen here"

() 4. a recogriticn that change is inevitgble
) ()% 8 asnge of pleasur at new ani fester ways of ~arrying out
! the grovp's task

7l Inrany crpenizations, a situation develops in which work groups band

tupethier Lo rrotect thelr zemters, control the pace of work, btargain
i with supervisors, cte. Would you say that your own work group exhibits
{ these rharacteristics?
() L. very often
()= often
i () 3. somtires
! () 4. Tarely
{ ) 5. never

If you answered “yes", please rank (1, 2, 3) in terms of their
frejienzy any of the follewirg practices used by your cwn work group:

)
N
.

() 1. we scrmetizes "share" the work to help a member who has faller
tendnd er 18 having troable
f ()} 20 we ametdneg butly up & "tany" of completed work to ceet
unforeseen contingenclea or t- enable us to "take it eaay”
al certs'n tines
() 3. we somet” wes protect anl help cther menbers of the group ty
arsserirg *he phene for them, covering up for unofficisl
abscnces, ete.
i () 4. we snneticss ddacipline mezters who den't confrom to our
eslablished ways of doing things
() 5. we snmetines dn things strictly "by the book” to handle
. difr1oult aupervisors or cliente
‘ ( ) o, cther (pleans 11st)

Cr—
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V3, Crganfzaticons tend to bave different kinds of authority structures. Frisung
an-d military organiznti-ns, for exanple, may have rather authoritarian and
high-striztured authority relaticrs, whereas research crganizalions are cfton
ilte permlzaive,  Within esch type of crganization aimilar differenics of ter
exist, Wiore would geu plase your ewn Llbrary on thls dinensi-r? Fisee wrn
X at the aporoprelatc polnt,

Higady siractured ferntgoive

[ [ )1 1 —t e 3 ]
1 : 3 A 5 £ 7

T B typleal currl:rlun frr & gratonte Morary echool isgree contalrs the folliwing
courses,  In view o0 year own tralning, sxperlin s, and aroreclatien ot futhirze
mepds toothe fisld, shat willi yoo recommend %o the Dean of a library stheel?

Set fewn orpraite this currlzulun the plver, »nirses ranked in orfer of ‘helr

{mpartance, ailing e or twe slners if you wish.

Traditioral) surrdculuss 1475 bevised models
1. Keferevee .. 1.
oo _dfgundond protounlig _ e
RS S0 - R —
4y Voon onlestior —— —
5. _ti¥lilcpraghy S
O, _Gommardeation neife 3N —
7. _Litrary sainintstratlicn _— 7.
e, Lther, ___ . -

75, {u view ef your own werk experiernce, pleass rank the three zafor lratejugoleg
Loyoir prefesslonal educatiar and treining fir 1'lrariarshiyp?

1.

3,
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Gror tallware oF estatlisued professions, such as lsw ani meidfcire, Is
the gl lrement ol a graluate university dlegree,  How mien do you thirx
.

4 sinllnr roy.trement far 1iCrarians would enhance the profegsicral

RO o oynar W riela?

o' et deal

ceoensileraely

From tee stansoint of feohnionl pooficdern o alene, now essentisl o
Soes tidnyg wogpoclally preiuate negree in Litrariansidp {s?

irniigrensable
Lo rLant

) :

) -
)t desirable
D

)

oL ey

<
Leonante tedsary

S
[SIORAN

inontors feel that professionnl education 4s 120 apecialived, Too
rony sellls are taught trat could be tetter lesrncd on the jeb or Lave

Leoome otgiless by 4he tixe rrne goes 1o work, What ls your own opinlen
ne ovnin Judgeent regariing Mbrary educaticsn

.
"
{

11s1gre
S, stronply ilsugres

o lreressing derand for subject-ratter library speclalists,
s:iente, hicw o you feel abou:t the preposal that graduate
ohoolz ufrer a jodnt sabfect-matter-litrariarship Jdegree?

) 1y suprea
L) 3. cnieciied
() ., ilsegree
« ) 5. stronply iisapree
Some retessionsl likrary s-rools 4r the U.3. produce stout 3,000
grai annmlly,  Ia your cpinten, kew well are they preparing
piiple fer Lhe fleld s §t szems to be evolving?

P.oovery well
Deowell o

1, den't vrow
L. sdejistely
T.onet very well

131



O

ERIC

Aruitoxt provided by Eic:

132

8.

If you inswerwd "alejust '11" or "not very well” to the rrevious
question, plesse rtu.,( {1, 2, 3) the three major reassns for your answer,

—

purriculun too tradfitioel
'+ approach teo theorevicel
irsleiate research

4w Faculty too acaldemic

b. facdty tao pratical

<t

,\,\,‘A,\
— e

A commor. Juipment atout litrary work is that no career ladder exisia which
ergbles cre, if he works hard and well, to move up ‘¢ more rewarding
waiticng, lew 1o yoa feel umbout thie Judgment?

() 1. rgly mgree
() agru

() 3 urdesland

() 4. ilzagree

{ ) 9. strongly ilsxgres

Regrddrg year cyn sttittds towsrd Jibrary work and toward your owm
crgandzation, please Srdlcate noxt how you feel sbout the follrwing
Ldpmnty:

Sticngly Agrec Undecided Disagree Strorgiy
Agpcer Disagres

Clteartes tuenseives ghould
vell the 1lbrary schools
wiat they want Sredr
employees to wknow 80 tiat
the cchools ean aijust their
prograts to meet the nzeds
¢ Lhe field

In the future llbrariens
niet be will-grounded in
technlyues of systens
araiysiy

Llbravy cdueetion neods to
lozh L) the futire, see
tne Lutreaged demenc for
spenialives litporiana ard
irfcrantion specinlists

Litrary soheols neea *o
enplin-ice Lhelr fune 0
of proviiing ‘ressarch
s.ppurt tar the
irofession
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nLhrased
wAvare g
.

resenrh

Litrary s

Strorgly Agree Unjecided Disagree Strongly
Agree Disagrze

Lryoof llibrary

vitlonet i rave

Lrtly untll more
S people are

tnte getting

wgrees and going
nte tenridng and

ols should

prepare sbubonts with e

L

cretionl fremewers and

the Iniiviieal litrarles
should teadn them for
appilantiern 5% that thuny

Lo ospeiris sltustions

Ciffever res of interest
ar i fanctlcn tebween
aininiatrative and

tesrhnl~gl
B

.1 5
4+ .o 0

sho.iy be

gervice perscrnel

t then frem having

al ralationships

leyniting
 the

crpnnizat o enpleylng him
sptler brano Wit e
rartliillar gerydize

Abstlately 1o censorsalp
°f lilrary resiing matserial

shoali be

iibreries

peraltted

have traiiticrally

2atered to mididle-cless

people,

New they m.st focus

more attention on poor and
danivantage: moambers of

cur . lety

To Wlat extent L8 yeour present feb a real crallenge to what you thlnx you

~an do?

Lo
. Lo
PR %)
tao

/\,‘,\,\ﬁ
[N
(R e S
- -

rot at ail

8 slight 3egree
3012 egree

a ralrly high degres
8 very higi degreuw
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95,

Sl

"7

How mizh chan-e does ysur jot give you %o learn things you are interested

1. not at all

/v to a slight degree

3. to sore degree

4. to & fairly high degrec
5. 1o a very high dcgree

Are tne thirgs you are leerning lr your present job Lelping to train
you for a better Job in the organization?

{ ) 1. not at ull

{ 7 2. to & slight lcgree

() 2., to some degree

{ ) 4 to & fairly high degree

{ ) 5. to a very hlgh degree

How ruvn chance do y.u have to try ~ut your own ideas on the Job?
) 1. not st 4ll
7 ose Lo om oglight dogiee

) 2. to soow deglee
)
!

Lo to s fudirly righ degires
4, to & viry high dagraea

How muzh does your Jub glve yo. o chance to do the things you sre bese at?

) 1. nct at all

} 2. to a alignt degree

} 3. to eome degree

) 4. to a fairiy bigh degree
Y 5. to s very algh degrze

‘he three thirgs that disturt me ebout my preseat job are {pleass rark):
8

() i, it 2cesu't ciullenge re
() 2, other meuters cf xy work group sren' very friendly
() 3. I 3tslike the kini of clients I have

{ ) 4. tao much reslstunce o rew ideas

{ ) 5. I az cverworked

U4 €. 1 feel dneffectonl

() 7. cther {pleass specify and rank)

Yost creanizstiona can Lo plased on s sough scale ranging from tragiticral
o innovatiye {4 terns cf trelr rosponss to techbrologlcal changs., Compared
witn othera ¢ the suwae kind, hew would you rate your ows library in thie
repard,  Fleace place arn "¥" at tha appropricte place on the acale,

Irediticral Znneyative
L L J e i A 2
1 7z 3 4 5 6 7

ihis cornl.des he zuestiomnatre, Many tharlas for your coeparatder,




Appendix C

Job title {job description)

Since the titles given by employers to library personnel (profes-
sional and nonprofessional) are misleading and inconsistent in the four
metropolitan areas examined, we categorized employees in terms of their
own job description, their formal educational background, and thear
stated work experience.

The job title given each respondent in many cases does not corres-
pond to the title given by the employer.

The Jjob categories, described below, are meaningful in terms ot pro=
fessional {librarian), administrative, supervisory, and clerical tasks
and/or responsibilities.

00 XNo response

Ol Head Librarian
“his title refers to one with the top rosition in a library. It
involves administrative responsitilities as well as professional
librarian duties.

This person may be the chief librarian of e large library or large
branch of a library system. He almost always has a library degree.
The rare exception is someone with a certificate in librarianship
{awarded et a particular school before degrees were granted) and at
lesst 20 years experience {usually more) in library work.

The chief or head librarian of & swall branch who has no library
degree and less than 20 years experience is coded ..aibrarian's
Assistant 06 (see belcw!}.

Oz Tepartment Head
This title ref rs to cne with professional and usually administrative
responsibilities in one department of a large library. If a
"department head" (so called by his employer) is head of a specific
area - such as Asien studies - bu! does not administer a department
cf several employees, he 3s coded Speciflic Ares librarian 03
{see below).

Some typical 02 titles sre Chief of Adult Services, Head of
Periodicals, Cec-crdinator of Outside Services, Chief of
Special Collections, Head of Business and Scierce Department,
Department lanrager.

02 &pecific Ares [ibrarian
This title includes librarians with & degree in librarianchip,
regardless of vorking experience or working tasks., FExamples of
"titles" (given by employer) ccming urder this catezory are
rererence Librarian, Acguisitions Librarian, Children's Litrarian,
Fine Arts Litrarien, Docurmenis Litrarian.
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Assistant Iibrarian

This title refers to the assistant (with a library ¢

head librarian (01) or department head (02). This
adminictrative responeibilities.

to the Head, Branch Assistant.

05 Research Information Specialist

This title refers to a person who has a library degre: -

an advanced degree in science. Typical "titles" in

Research Information Speciamlist, Engineering Infornms
Technical Information u1brar1an, lLata Processing
This position is usually held in a science or techn

¢6 Livrary Assistant

o

N

10

[
P

Cendor

This refers to a person doing rore then
{typing, filing, enswering phone), tut who does not
degree. He has usually been traired on the jodb for
library tasks which reguire scme
Yany do work which is clorely supervised cr checrel
sicnel lidtrarians. In scme cases some daily tasks
sicnal - the ¢kill necestary naving teen learned t?
of experience and learning

dead of Techrical Frocessing

This title incluies those individuals involved witr
process ug who have college 1egrees but no library
Their jeb has a technical nature in that some spec:
is necessrry. An iudividual in this category has
working unier him. (7f someore involved in techni
has & library Jdegree, he is coded 03).

“qtaloger

This title 18 used for a calaloger wvithcut a litre
weu1lly nae & tacheleors degree. tut his work is r
nonprofegpional in the' te can perform the tasks .
cnethe-job instracticn. This category does not i:
fessional cataloger, vho ugually cnecks the work ¢

Clerk

Thig %“itie refers to thcse with prirarily
goxe supervisory regzoncsibvilities o sp
etec.) ekille.

1051

Clerk

dest

Thie title refers o cre rerforring
checking tocks in eni ot or possidly beex

-~ a3

Acoknatiie (perater

Thie title iz peife-explanatory. R oreratsr nay 8
in ard cut. {if a lirrerisn vi*hw a Yitrary
te ie ccied 02).
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Tyvical "titles" a:

I"‘!f

Anel .

N

parely cleri. .

]

understanding of ¢

from a prafessional liby:

routiney trpineg,
2riing.

iec
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N

&

tasks but
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{/or
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litrary
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12 Specific Area Librarian without a library degree. One in this cat-
egory must have at least a tachelors in some discipline like fine
arts, music, or viology and at least 5 years of library work
experience. (Otherwise, he is coded 06). This category does not
include a children's librarian - usually with a B.A. but not in a
specific disciplin2 directly relating to the library job.

A person in this area usually has charge of one gection ot a
departrnent and has acquired this position on the basis of subject-
ratter knowledge. The necesssry librarian skills are learned

on the job or in a few library schnol courses.
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