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ABSTRACT
The focus of this survey, conducted by the 0office of
Management Studies, is on the seventy-eight university libraries in
the Association of Research Libraries (ARL) . Fifty-two libraries were
interviewed by telephone calls which employed a detailed interview |
guide and produced a profile of practices and interests. All but
three of the 25 non-participating libraries were covered by an '
earlier survey of continuing education. The results of this survey
indicate that: (1) Recrujtment practices emphasize the tried and true
methods of visits to library schools, advertising in trade journals,
contacting colleagues, and waiting for unsolicited applications; (2)
While everyone likes the idea of staff development, few are providing
concentrated organizational support; and (3) Most research libraries
are actively recruiting minority staff and examining their employment
patterns. The survey was also used to identify ARL member needs which
could be met by the Office of Management Studies. The use of the
telephone as a survey method is evaluated. Appendix I contains
Statistical results of the survey and Appendix II gives an annotated
list of related materials. (Author/NH)
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I. Introduction
Following the recommencation of the ARL Commission on anagerent, the
(7fice of Management Stucdies com pieted & telenhone survey of A ;L memvers
Tne purgase of the survey was to secure information on the needs and reguire- l
ments of members in three spacific areas: recruitment, staff develonmant, 1
and minority emoleyment. In order to reach this objective the survey aimed |
at securing a better picture of what the current practices of research |
libraries are in these areas. J
The survey fecused on the seventy-2ignt university libraries in the ARL.
Fifty-tuo libraries were studied via an hour-long telephone call that emnloved

a detailed interview guide and produced a profiie of practices and interests.

0f the tuwenty-five libraries that requested not to participate, all but
three vere covered by an earlier survey of continuing education comnleted
oy David Kaser.
As a result of this investigation, the office has a better understanding

the constraints and problems faced by university libraries as they
strive to better their anproaches in these ranagerent areaz. The following
observations summarize scme of these d¢ifficulties. Ilore importantly, the
“ork has suggested areas of action in which the Office of lanagement Studies
can provice support to member libraries. In the next Few months the office,
with the advice of the AZL Commission on Managament, will desian an ARL

pregram resconse to the issues identified hare.




IT. OJbservaticns of Curren: Practices in kecruitment

Certain factors affect recruiting activities and seem to be cormon te
nearly ail ARL libraries. Several have caveloped only recently and thzy are
worth noting in order to understapd Ticrary oractices. Cn the one hand,

the job market is floodad with beginning librariars at a tire unien research

——

Tibraries are ruch less active in racruitinrfrecent Tibrary schocl gracuates. 7
(sas . \ o L . .
In addition, staff turnover has plurmetea In many situations there is no

turnover at all. Job mobility is quickly becoming extinct as the dpportunities 1
for change grow fewer and the desire for security becomes more acute.

|
Furthermere, the budget constraints present in many institutions are forcing
cutbacks in present staifing levels and frequently prevent the addition

of new positions, particularly entry level positions. A rather corron

occurance is a freeze cn all niring, naw or renlacement.

On the other hand, it is still difficult to locate and attract mid-Teyvel,
advanced, and snecialized staff members. #hile Tibrary schools provide
help and information for beginning librarians, there is no clearinghcuse
of information on the mic-career Tibrarian. An examole of this tvpe of
ha1p is the Fodern Language Association's service that disszminates in-
formation cn a selective basis about vacancies anc orespective candidates.

In another area, everyone wants to recruit members of minority greuss
but many libraries cannot find or attract them. At the same time, there
appears to be grouing tension on tha part of narsonnel officers, and

possibly the general staff, in relation to tha nead to employ minority

group mambers while Tacing a static empioyment situtation. This often
requires a form of reverse discrimination.
These factors, Particularly the effect of the current ecoromic

v .
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situatien ane 9o market, hava resulted in a ce-amphasis of the
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recruitient efforts of ros: ressarch libraries, especially fer entry-level
nositicns,
The telephone survev lceked at the natur2 of the recryitment activity

in research libraries by inquiring ebout {1) the technioues usad *o

—l

ccate potential emoloyess, (2) the means by wihich candidates are attractad,
and (3) the approaches used to dotermine staffing reguirerents.

The overwhelming imsression resulting frum a review of these current
practices is that research libraries have established patterns bf.:;ecruitment
that have ret past'needs but are increasingly strained to meet the changed
erployment conditiens and the derands of university affirmative action nlans.
Furthermore, lidreries find it difficult te cenduct active leng-range or
even short-range mannover nlanning.

Recruitment practices emphasize the tried and true metheds of visits
to Tibrary schools, advertisihg in trade journals that are norrally read
by acaaemic librarians, contacting colleagues, and waiting for applications
to coine unsolicited. With the exception of several active affirmative
action plans, little attemnt is made to identify special employrent grouns
and then to design positicns and methods t0 locate them. For examdle:
the rumber of advanced deqrez subject snecialists looking for jobs is
assuriec to be quite high. _Yet libraries, although professing a desire fo
get these competancies, cdo not know where to Took for them, how to attract
ther to Tibrary careers, or how to incorngorate them into present job
classification schemes.

anpower planning as a managerent approach is difficult for most
research librarians o accomnlish. Thz obvious constraints of theJuniversity
environrment make it difficylt to systeratically: (1) assess, on a con-

tinuing basis, tiz skills, axeerience, and capability of indivicuals in

T R b oo Y
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all levels of the library staff, (2) orojact staff requirerents over cne

year, tnree vears, five years, and other long-term periods, (3) determine

staff skills and potential that should be recruited now o reet future
operation requirerents, and finaily, and (4) plan the staff developient efforts
needed to move present staff toward futurz reles. Libraries are prevente

from doing this because, for the most part, they do not have the resources

or university sunport for doing it. The finarcial difficulties faced by

higher education are changing this respvons2, and more universit{esq;re

Tocking for the benefits of manpoi’er nlanning. At the sare time, Tlibraries
need to change their attitides toward assessing their staff naeds,

locating potential cardidates, and then attracting these individuals with

meaningful, challenging wiork with career potential.

ITI. {Qbservations on Curent Practices in Staff Davelonme. t

It is not as easy to generalize concerning the currant practices at

researca liscraries in the area of staff devalenment. Th

s
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to the c¢ifficulty of defining what is meant by or includad in staff
devalopment. For the burpose of tiis survey, we looked at three categories

of organizatisnal supoort for the cevelopinent of staff canabilities:
(1) training programs to usgrade or secure skills requirad to perform
detined job respoensibilities, (2) supervisory and management cevalogrent
programs sponsored hy or pérticipated in by the orcanization and (3) op-
portunities offerad by the library for the individual to secure additicnal
subject and professisnal knowiedze,

tveryone likes the idea of staff development, but very fezu are
provicing concentrated organizaticral supzort. The prevailing philosophy
genarally is that it is the individual's responsinility for ceveloping

himself. Again, this has worked in the past, but in many instances tie
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uncoorcdinated efforts at indivicual seli-developnent <o not eroduce tie
staff capabilities recessary for the library to raintain its performance ¢ ,
for tnis matter, reet the cnallenges of the future. Seccndly, there is

2 grouing nzed to assist the majority of iibrary staff who need sore

uidance and career couns2ling, and rossisly some mctivation, in order

wy

~

to participate constructivaely in staff cavelonrent activities.

The survey illustrates the fact that Tibraries face a number of
sroblems in helping thz individual vho viants to pursue a career‘§1§;
involving staff cevelepment. The financial picture at the moment seems
to prevent much innovation, experimentation, and improvement of practices.
Thare are reports of restrictions on out-of-state travel and travel tunds,
ne remrission of fees for course Work, susoension of work-study programs,
restrictions on the nature and types of course viork that cen be done,

and Tittle advice or assistance in giracting staff cevelonment toward

individual career goals.

in addition to the difficulty of planning a coordinated staff develop-
ment effort, most libraries are unable to provide opportunities for staff
career mebility. This may be movement from category to category (clerk to
paraprofessional, for example) or even within these categories (for instance,
a career progression of positions with increasing responsibility combined
with a variety of experiences). The old problem of career and financial
aavancement existing only as a function of administrative responsibilities
continues unsolved in most situations. The size of most ARL Tibraries is
.Oné recson for this. They just are not big enough to move people ground
freely. These problems are viell knovin but increasingly research libraries

are becerming interested in overcoming them.
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The component of staff cavalopment of greatest interest to those inter-
viewed is in-service training. The majority of libraries surveyed simnly
do nct have the resources to develop their oWn in-service training progrars.

The university does not provide the money and no cne on the staff is

o

spacialist at developing, testing or implamenting such a program. lieverthe-
lTess, there is genaral agreement that well designed academic library
oriented in-service training programs would be very useful. Top{és nost
freauently suggestea for coverage in such programs are human relations and
cormunications for supervisors, principles of academic 1ibrary management,
and overviews of library operations for nonprofessionals.

Eleven libtraries of the Tifty-five surveyed have taken sore stens touerd
in-service training programs. In each case these nrograms have gained the
cocperation of either the University Personnel Training 0ffice or the
Business School or both, as the library went about setting up and conducting
the training effort.

Tnese several instituticns may provide some guidance in the develon-
ment of more generalizable models. The Management Studies 0ffice
anticipates following up tie brief telephone survey with a closer }oock at

these libraries.

I¥. UObservations on Current Practices in !linority Croun and ''omzn Ermloyrent

wis

Because of federal governmental pressure that causes university concern
Tor deronstrative efforts in the affirmative action aresas, rost research
libraries are actively recruiting minority staff and examining their

erploymant pattarns.
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To be mure precise, if we discount the two Canadian Tibraries surveyed
(because thay are not ynder any -rassure to particivate in ap ASP) and
Feuard University's Library (vhose staff is mainly Black), a total of
thirty-five of the fifty libraries survayed are particinating in affirrative
action nlans. A1l oF the rest eitrher nlan to narticipate or are atterpting
to cernly with Ecual Codortunity guidelines. Forty-seven of the Tifty
Tidraries were able to report over the telenhone exactly hou rany Black
professicnals they have on their staffs. Tha total is SiXty-six. Fifteen
of the forty-seven reported no Black professionals, although in each case
8lack professionals yare actively being recruited in compliance with
Affirmative Action Plans and Gffice of Ecucation cuicalines.

Seme of the renorted oreblews in recruiting Slack professionais yere:

. The library has begun particivating in an Affirmatiye Action

Prigram at a2 time ihen professional vacancies are
relatively few.

. Participants in special minority Progrars at library schools

often are either not interested in or not Gualified for a
career in academic librarianshis. ot qualified here often

means lacking toreign language expertise.

- Despite advertisements in Black neuspavers and journals, very

few Blacks ever awly For any given nosition.

. The competition arong research libraries for mid-career Black
professionals for nigher level nositions is such that many
libraries desnair of recruiting Blacks except at the antry-level.
But then they are cpen to criticism for not trying to recruit
Blacks for higher jeya] positions.

. tost Tibraries €X2ress cocncern that tha dressure to find pore
Black 1ibrarians vi11 resuit n raiding the Plack collece
libraries or in taking their best p2onle.

It is generally the case that it is much easier to racruit minority

-’

rerbders for clerical positions than it is for rrofessional nositions.

In these instances, the Tibrary has the assistanrce of eithar tha Univarsity

v

Jersonnel Gffica or of tie Stzte Civil Service Cormission in racryiting
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ninority clerical employees, and there is a local lahor pool to draw upon.
fin aspect of affirmative action tirat many libraries are beginring

to stress is the need to recruit viomen for tep-Tevel administrative positions

in 1ibrarie§. The prodlem here is described in the abstract of a Rzport

cn the Status of Ycmen Emwlaved i the Library of the University of

California, Berxeley, with Recormendations for Affirmative Action which

argues that:"(1) library professional, technical, and clerical personrel --

both women and men - work in ‘women's occupations," and, therefore; are underpaid

when compared to those employed in 'men's occupations' which reguire similar

backgrounds of education and experience; (2) within their respective

categories of Librarian and Library Assistant, women are concentrated at the

lowest levels; and (3) the opportunities for women to advance in their

library careers are apparently diminishing."

In those parts of the country where Chicanos and American Indians make
up a significant portion of the minority oopulation, libraries regort great
aifficulty in recruiting professionals of these respective ethnic origins.
It has been pointed out that the minority programs at library schools now

tend to emphasize Blacks and that the number of American Indians and

Chicanos in such srograms is 1ow

Une observation that car. be made after a review of several affirmative
action programs is that pressures on Tibrary administrators to take concrete
steps in improving the emplioyment coenditions for minorities and vicmen in
libraries is actually forcing adoption of good management practices. These
include: qualitative analysis of present staff configurations, datermination
and Cissemination of library and university personnel policies,

and the establishment of concrete specific litrary and organizational unit

coals.
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V. Possible Resnonses of *hs ARL/GIS to Zasylis 97 Suryay

Une of the basic cbjectives of the telephane survey was o icentity needs
and rezuirezents of ARL rmerbers that‘cou]é ve met hy tﬁe Cifice of J‘enacerent
Studies. Based on an initial review of tie results, several activitias ceserve
consiceration as possible programs for the office or for development as
prepcsals for funding Support.  Six guestions are presentfy considered as

requiring additional thought and aevelopment:

1. Can additional recruitment and ceveloamental methods
be cesigned in order to attract minorities into
acadenmic librarianship? This is the tough nut for
researcn libraries. 1In most cases, libraries do
very vell with erploying minorities in the clerical
and paraprofessicnal rarges. But wien it cores to
the professional Teveis, the situation is the revarse.
Trie overvtelming cenclusion to be drawn from the
survay is the PA%s have made no guantitative
difference in the numsar of Black Tibrarians working
in research litraries. It seaiss that this is not
an attitudinal proolem or the resclt of a lack of
effort on the nart of these libraries. There is
very Tittle that an individual library might do
to meet the general unavailability of minority
group librarians. Instead, what is clearly neaded
is a major national effort to locate, identify,
develop, and nlace promising Blacks in the field
of academic Tibrarianship.

2. Can & model staff development zrogram be designad
for adeption and use by member libraries that would
encompass how *o plan for and begin such a program, --
an in-service traiiing menual, sugervisory davelopment
course, materials and seminars, budget and staff
requirements, guidelines for operating that wculd
cover career planning, performance appraisal, and
counseling?

3. Should a national training center for staff dev2lopment
officers be established to provice libraries viith
outside assistance in ceveloping an in-house carability
to train and ucgrade their staff?

4. Can "instructional modules" be develeoned that would
be packaged course work focusing on tepics and
utilizing a problem-solving format for use by
libraries?
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5. How should the £ cevelop and concuct regional
seminars, worksh, 3, discussien forums, and
conferences aims 4t management development in
research iibraric=?

6. Can fellowships b= establishad to survey current
practices in are--. SUCh as performance appraisal,
use of ccumittees. @ng manpewer planning?

Y1. Evaluation of the ilati~«0logy

-y o~

An evaluation of the =Hrvey methodology is necessary since this attempt
to secure information on tie current question of ARL members in the managenment
area is the first of seversl planned surveys and because the survey
experimented with using the telephone as the means of contacting members.

On iHarch 16, 1972 the office mailed to the directors of the seventy-
eight university libraries w0 belong to ARL a memorandum reauasting their
participation in a survey of recruitment and staff development activities.
The memerandum setv forth th? areas to be coveied by the survey and indicated
that the survey would be cencucted by telephone during the month of April,
Tear sheets were provided for replying to the memorandum, and the
directors were asked to say whether their raspective 1ibraries would
participate and, if so, whe should be telephonad.

The office prepared {w» information-gathering instruments o be used
in the survey. The first «2S an interview guide that encomnassed a detailed
set of questions to be use- by the interviever in cenducting the telephone
call. Tha second tool was + tabulating form which was used to surmarize,

under general headings, a rvofile of th2 participating librarizs.

v

Of the seventy-eight ::iversity libraries belonging to ARL, fifty-two
took part in the survey, -2veral of the litraries that declined to

particinate forvarded pric c0tes on the tear sheet sayina that they were,
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of course, interested in matters of recruitment and staff develonment but

for a number cf reasons tneir activities in these areas are such that,

in their oginion, tie situation did not warrant a Tong-distance telephone

interview.

A librarian from the ARL Slavic Center, Bil1 Putnam, agreed to work

on the survay and “teu Tthe telephione intervieus. These intervievs

produced descriptive procfiles of each institutien's practices in the

several topics covered. The interviews were corpleted in a three-week

period -- April 14 tarough May 5.

In evaluation, it is found that this type of data-gathering effort:

- Allowed survey comoletion in a very short time frame.

. Provided some personal interaction and exchange of

information.

- Was a reasonably irexpensive way to secure a large

amount of data.

. Provided clues to vhat institutions shculd be looked

at more closely.

. Indicated to the mambership the nature of the office's

interest in several management areas.

. Secured for the office a better apnreciation of the
needs and requirements of member Tibraries.

. ldentified key staff in member libraries interested

in topics.

. Produced a variety of documents sent by libraries to

the office.

This experiment demonstrated that Wwith seme support a junior orovessicnal

can effectively execute a survey of a defined,

limited tovic in a short
J

sericd of time, Furthermore, the survey is stimulating ideas for future

orfice activity.
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APPENDIX I

Statistical Results of Survey

1. Participation in the survey

66% of all ARL university members carticipated in the
telephone survey. Staff from the 0ffice of i'anagement
Studies talked to either the director or the chief
acministrator concerned with tie Tibraries' activities
in these areas. )

. 75% of all ARL university merbers participated in a 1970
survey of continuing educatior condycted by Dave Kaser.
This involved a one-page questionnaire. The resylts
are reported in the July, 1971 Library Trends.

Of the 52 libraries that participated in the office

survey 14 were small-sized (total staff in the range
" of 77-153), 18 were madium-sized (total staff in

the range of 157-245), and 20 were large-sized (total

Staft of 263-891). This suggests that the mediun-

sized and largar libraries are more active and

interested in these areas.

2. New employee orientation sessions

32 libraries recularly provide a formal orientation
effort for new staff. This represents 40% of the
membership (11 small, 7 medium, 14 large).

3. Skill training

30 libraries (38% of memoership) offer some sort of
basic skill training in addition to normal on-the-job
training. This may involve skills ranging from key
punching to biblicgraphic searching.

4. lianagement develonrent efforts

Some sort of in-house supervisory develooment course
15 now provided by 30 litraries, of which half are
the large-sized institutions.

70% of the libraries surveyed provide at least:
occasional opportunity to attend WOrKshops, courses,
seminars outside of the library.

5 ARL libraries are operating management development
efforts that are tied into either craduate business
schools or graduate Tibrary scnools.

~

-y -
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. Only 3 libraries provide all of the above as part of theair
regular staff davelosment efforts.

5. Gpportunities for acadamic course Work in a subject or for a cegree

. Only 4 Tibraries do not offer this option to staff.
However, in most cases, staff members not holding
provessional status nust take advantage
of tnis option on their own time.

6. Financial support for stafse development

. Very few Yibraries have a discrete budget .
allocation for staif development or utilizing - DR
a staff training cfficer. Generally these
items are unrecognized or buried elsewlhere.,

7. Affirmative action plans

- 35 ARL libraries are presently active in formal
affirmative action plans. Almost all of the
remainder are getting into these efforts.

8. York study activities
. 18 ARL libraries zrovide opportunity for promising
staff to work and pursue a library degree as
part of a conscious effort to recruit librarians.
9. Special minority training or recruitment activities
. 8 ARL libraries are presently exverimenting with
vays to attract and train minovrity staff via
internshins, work study program, and unusual
advertising efforts.
10.  Hanpower planning

- In almost all cases, concerted efforts to complete
leng-range manpover nlanning are absent.
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APPENDIX 11

ror Iceas on Avercaches to Prodlems in thes. Several

Areas the rollowing ilaterials are Sugcested

A.  Recruitment and Staf? Develocrent

Desatnick, Robart L. A Concise Suide to ilapacement Develepment.

to e Hew York:
American iianagerent Association, 1970.

-y o~
- AN

"Managerment by objectives" methods are directed toward impreving the

perfermance and potential of administrators. Tne author describes a goals-

oriented system of management develooment that includes an overall manuower
plan and individual career plans. He provides criteria that can be used

in rmeasuring the effectiveness of a staff development effort.

Finkle, Robert B. and dones, Milliam S. Assessine Cornorate Talent: A

Key to i{ianagerial Manpower Planning.” New York: Hiley-Interscience,
1970.

The authors argue for better methods of evaluating information on the
skills and capabilities of personnel. They do this by developing a manpower
planning approach that builds on managerial intuition by incorperating
research results from the behavioral sciences. For example, testing
anc assessment techniques that have proven successful in practice are

described with examples of how they are applied. The book also includes

cormenis con peer ratings (p. 111) as a part of the selection and promotion

process.

Fordyce, Jack K. and lleil, Raymonc. {ianacine with reonle: A ilanacers
Handbook of Orcanization Cevelorrent iethocs. reading,
ifassachusetts: Addison-liesiey, 1971.

Tae topic of "erganization developrent” is the heart of *this beok.

bl

11ese are methods aimed at imoroving intercersonal and groun dynamics skills
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for staff in organizations that are coping with the demands of a changing
2 nvironment. A Particularly useful section deals with characteriscics of
hcalthy organization and suggests technigues for reaching that state.

and Promotion. iiew York: Arerican Hanagement Association, 1970.

Lepez, Felix H. The Hdaking of a Manazer: Guidelines to nis Selection

This viork deals with how to identify, develon, and rotivate suvervisory
and acninistrative talent. After briefly examining the role anc_activities
of managerial staff, the author presents an innovative framewo#<‘fo;
defining and dgeveloping effective managers. His thesis is that society's
managerial crisis is nct a matter of the numbers or the Quality of managers;

rather, it is a problem of how managers are made and utilized.

tone, Elizabeth Ed. "Personal Devaloprent and Continuing Education”,
Library Trends, ouly, 1971.

An extraordinary collecticn of articles addressing tie problems of
staff development in libraries and suggesting avenues for securing changes

and improvement.

B. Affirmative Acticn Zfforts

Conwell, flary and Jacksen, Ade. “Raport on Recruitment of finorities."”
Available from authors, New York Public Library, Mimeographed 1972.

Staff from ilYPL after attending an ALA pre-conference held in Dalias,
Texas, June 17-19, 1971 ceveloped a 1ist of recommendations and suggestions
Yor recruiting, selecting, hiring, and promoting minorities. There are
ideas here that personnel officérs and library directors will find useful

in their own settinas.

o
Heyns, Recer Y. "“Sex Discrimination and Contract Comoliance." An A.C.E.
4 ¢

craman_.

Special Zaport. Yasnington, D.C.: American Council on Education,

————
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K report to the higher education cormunity concerning the federal
regulaticns in this area and describing- the issues involveé¢ for a university
faced with a governmental review of its efforts to comply with these
requirements. Copies of this report are not availabie from ACE but were

distributed earlier by the ARL office to library diractors.

University of California, Zerkeley. Library Affirmative Action
Piagram for Yemen Committea. A Report on the Status of ...
Yomen Ericlovad in the Library of the University of Califernia,
Berkeley, with Recorrencations tor AfFirmative Action.
Berkeley, California: Author, 1971.

An e%ce]lent, well-researched report that relates the treatment of
women in the library labor force nationally to the situation at Perxeley.
Specific suggastions for improving these conditions are made in ije
areas of: hiring and recruitment, in-service training and career develop-
ment, and educational opportunities. The statistical tables and the
discussion of issues makes this work valuzble to other libraries interested

in addressing problems in this area. Copies are available for $2.00 prepaid,

from Anne Lipew, Chairman of the AAPHC.

Young, Richard A. Recruiting and Hiring Mincrity Employees. Mew York:
Fmerican Hahagzment Association, 1969.

The tieme of this book is that traditional employment methods appiied
to minority groups are wasteful and counter-productive. An attempt is
made to identify common p-oblems encountered by prospective employers

as well as tne feelings and attitudes of the indivicuals that are being

recruited.

J
Successful techniques are then described with case illustrations of

how thay work. For exarple, one of the basic barriers to minority emnloy-

ment is the reluctance of minorities to apply for certain jobs because of
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past hiring oractices. Lecating and interviewing rmethods are sugeested to
overcome this problem. The author “s a Black and speaks frem nurerous
years of excerience. The suggestions rance from means of identifying

potential 'staff tc how best to orientate new staff. Library recruiters

will find these suggesticns useful for toth support and professional staff.
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