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ABSTRACT

The Essex County College Learning Resources Center
was established within a two-month period in 1968, allowing no time
to train personnel, develop procedures, or do organized planning.
Consequently, the Director developed a tight central leadership and
decision-making system. It was decided that the organization needed a
management system that would guide the organizaticn toward pre-set
goals, decentralize decision-making, provide performance standards,
improve individual performance, increase motivation, and create
participative management. The management by objectives (MBO) systenm
was chosen.. Staff were trained in MBO procedures. Hritten objectives
were prepared for projects to be executed between February, 1972 and
January, 1973. A scheduling board was set up to facilitate visual
followup of the projects. Evaluative procedures for testing the
results were also set up. Findings show that there is better
planning, since department heads have to prepare objectives
periodically. MBO improved the Director's performance by
decentralizing his authority. Evaluation is facilitated through the
wealth of quantitative and qualitative data offered by MEO. It was
concluded, based on one year of testing, that MBO provided
considerable administrative improvement. (KN)
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The Change of' Manaperial Policles at Essex Counly Collepge Learning

Resources Center and [ntroductlon of Management by Objectlives Systen,

Inbroducbion

The bBssex County College Learning Resources Center was organized
in Sumner, 1968 and became operational in Septlember of thatl year. The
Director of the Learning Resources Centler was hired on August 1, 1968,
and given the task in the next two months to set up physical facilities,
to acquire collectlon, to select and hire personnel, and lo establish
budgetary and administeative procedures. By the end of September, 1968 |
the school opened with an enrollment of 4,000 students, and f?om this |
date the Learning Resources Center started to provide services to its
cogmmnity. This rapid build up of an organization from nothing to a
formidable division with an angfal budget of approximately 400,000
dollars,. and the conatant pressure for increased services, created a
managerial crises of considerableimagnitude. The whole operation was
run from day to day without long-range plarning, which would enable
to make most effective and eeonomical.gse of manpower, equipment, facil-
ities and money. The major activitics were directed toward meeting the
daily crises which pul the Learning Resoufces Center into a situation.

\ .
which is generally referred to as "managgmént by crises.”

In thg Fall of 19/1, the Director of the Learning Résqurcés_'
Center decided to analyze the existiﬁg managerial system, to ideﬁtiﬁy the
problems, and to find satisfactory solutions, which would either ;@ctiﬁy

the present system, or replace it with a more effectlive one.

Y




Zdentltying the Prohlen_

A three month study of the system revealed that the major
weaknesses of the organization take thelr orlgin from thé mode and
circumstances 1n which the division was formed. DBecause of the limlted
time in which the Learning Resources Center was set up, there was no
time available to train persomnel, develop procedures, or do organized
planning. The best answer, at least durcing the initial organizational
period, seemed to be a tight céntral leadership and control. In the
firgt three years the Director of the Learning Resources Center, as the
most experienced member of the managerial team, developed a centralized
decigion making machinery. This mode of management teﬁds to provide
immediate and visible results which give satisfaction and credit to the
superior, but excludes those with whom he is working. The Director was
mak}ng not only the decisions he should, but also many that could be
made moré soundly by others. A %rocéss of the delegation of authority
had to be started, which would métivate people to plan and to decide,
and to do things out of ‘their own will and satisfaction rather than
because they- were told to do so. A great need arose to adopt a system
which would motivate people to achievement and induce them to participate
in the managerial prozess.

The short organizational period,iand ‘the pressures of every day
work did not allow the time for developmentéof rational performance |
standards. Again, a system hal to be developed whiﬁh would provide the
data on which the standards could be based.

Until now, the individual performance was evaluated and judged_

by observation of the results achieved by a staff member. Because of ' 
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lack of standards, there was no measurable quantltative data available
to provide a satlsfactory evaluatlon system. There was a need for a
aygtem which would provide as a by-product guantitatlivg and qualitative
date, which would become the base fbr standards, enhance forecasting, .-
and creéte‘an instrument which could be used for evaluation and improve=
ment of performance.

After the identification of the exlsting problems, it was

decided that another management system must be introduced, and possibly
one that would deliver the [following faetorus:

a. Introduce a plamning system which would pulde the
organization toward pre-set goals

b. Decentralize decision making process
¢. Provide performance standards
d. Improve individual performance

a e. Increase motivation to achievement

4
s Create participakive management

Selection of MUY Jyustem to Solve Managerial Probizus at Essex County
ollege Learning Resources Center

" After several months of study of the existing management systems,
the Director of the Learning Resources, Center decided to test the MBO
system lor possible adoption at Essex County College Learning Resources

i

Center. This system-has been kunown and pfgcticed by profit making
institutions for a long ﬁime.»‘The presenbgliterature on the subject
indicates great managerial success of companies which use the MBO systém
in their operations. What seemed fa be more encouraging, was that the

MBO seemed particularly successful in rectifying similar problems as

faced by the Learning Resources Center. This approach seemed to be the

(3
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; most proper way ‘to lmprove the manggement procedures at the Learning

[ ]
Regources Center.

Bxeub b ofr WMBO Gyaten "

The followin,s sleps have been takeun to set up procedures fory
the executlon of the project:

a. ‘Training of the Learning Resources Center staff in MBO
Procedures

b. Preparing of vrlblben objectives for projects to be
execubted between rebruary, 1972 and January, 1973

¢. Setting up of a scheduling board to facilitate visual
follow-up of the projects

d. Setting up of evaluative procedurcs for testing the

results
Training
a The heart of the M3O system are clearly defined objectives,

most often stated in a written form. One of the principal tasks in

the MBO training process 1s to teach the gtaff how *o write meaningful
and realistic objectlves. The goals set must be achievable in a pre-

scribed péiibd of time.

ZjThe training of the Learning Hesources Center staff in preparing )
objectives started in FFebruary 1972. At that time the Department Heads
i
" were agked to write specif'ic objectives for ‘the nexl three months of
|

operation., Prior to this, several lectures ‘on the system were held and
the professional staf'f members were asked to read the available litera-

ture on the subject. Monthly reviewihg meetings were held to follow the
‘ . * .
progress and to discuss the problems.

ERIC
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Lt boe QbJee blven
The wrltten obJectlves which are prepared every three months
by the Departmeﬁt fleads are stated on a specifilcally dé%igned form to
cover the GSpecific projects which a department undertakes in the coming
three months (gee Appendix I). Sometlme a project extends over the
three month period, which Ls Indicated on the form. The specific objec=-
tives musat be traceable to the key objectives of the Division, designed
by the Director at the beginning of each academic year. The specific
projects are in addition to everyday routine operations conducted in-
gide the department. Projects like revision of the card catalog or
preparing of audio-visual orientation program are considered special
projects beyond everyda& duties. The form on which objectives are
prepared states the project title, detailed statement of objectives for
the given project, the iniﬁiet;on and completion date, person in charge
of the project, listing of hdm%n and physical resources needed for
completion, and space for remegﬁﬁ. This form also includes entrles
which are filled in during the final evaluation of fhe project which _
usually takes place at the end of the three months period. At that time
questions ére asked 1f the time was gained or slippage oeccured. Also,
all operational problems which came to light during the duration of
the project, will be. carefully recorded.é
!
Visual Planning Hoard
To facilitate visual‘evaluation ;k the progress made in

achieving the objectives, a-scheduling boradiwas installed in the

Director's office (see Appendix II). Most of the entries on the form

are presented in visual form on the board; the name of the department,

the title of the project, the name of the person in charge of. the projf' o

A
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PR ect. A long colored bLar indleates the perlod ol the project. A black
~ flag; shows where the project stands at a given time, This Ingtrument
tacilitates better conbtrol of the current statuy of the "project.
Lyaluablng Procedures
The results are evaluated by the following methods:
a., Through comparison of the objectives gel and objectlves
achleved.
b. By interpretation of qualltative and quantitative date
collected during ‘the period.
c. By monitoring and measuring perlodic progress in the
projects.
d. Collectiiyr {ecdbacik frcm the Department lleads during
reviewing session.
' e. Personal observation.
The Director and Department lleads hold periodic monthly
— meedings to review performance on the projects, ILach Department Head

reports progress and [ailures ag they occured durcing the month., Correc-—
tive measurecs are discussed for poscible lmplementation ducing the re-

maining period of the project. At the end of the three months period,

or whenecver the completion date of the project falls, a full evaluation.
takes place. The final meetiny on the project shonld provide informa-

tion such as: _
'
1. Was tue projecl due on time. Was the time gained or the -
glippage occured. The time differences in achievement
are measured in percentages, considering the projected
period of the project as 100%.

2. What problems arose. All operational problems are spelled
and recorded in detail. The collected data Drov1des a '
base for corrective measures,

3. How realistic the objectives were, If so, the collected
data vrovides inpubt for standards and is uaed in fore-
asting the measurable future goals.
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. 4o Lo the informution recelved from the precedlngs measuring
devices competetlve with the informatlon gatheved during
the personul obgervatilon of the project. If thls i3 the
cage bthe data collected bLecomes valld nob only In the
evaluation of the project, but also in the®evaluation of
the whole MBO system.

The M0 system has been appliled at Essex County College Learning
Resources Center, since lebruary, 1972 till the present time on a trilal
bazis., During thig time, Information was gathered which points out
toward a great usefulness of this system to the managerial process in
the Learning lecources Center.

The fact that the Department tleads have to prepare periodically -
objectives, contributés to better plamning in the Division. It. forces
them to communicate with the rest of the stafr and églicit their feed=-
back concerning planning. The Department leads imust make declisions as
weld as influence others to make decisions. This fact decentralizes
decision-making function in the bivision and contributes to more effec-—
tive management throurn the people. Objectives become a motivating factor
because the whole stafl’ 1s induced to parﬁicipate in the decision-making
process wﬁicﬁ‘in turn improves the moral of people. They have more
opportunity to use thelr own ideas and to plan and control their own
ﬁork.‘ The staff feels more responsibilityéfor it. activities which are
controlled and stimulated by the objectives\rather than by one central_
gsource of leadership, which till now was thé Director of the Learning
Resources Center.

It improved the Divector's performance by decentralizing his .
authority. Now he knows better the decisions he should make and those:. - . B "- j:,;

that can be better made by others. The objectives establish conditiong '~




]
which offer themselves to delepation of authorlty down the operating
levels., The staff hag the opportunity to make mony of ppe decislons
that relate to their own work, which takes ‘the burden from the Direcior.

The syutem provides wealth of quantitative and qualitative
data which offers solid base for evaluation ol the system and the people
in it. The operational shovtcomings and Ineft'lclencles are easily ex-—
posed and provide the necessary information for control and corrective
measures. Il creates historic data which at'ler evaluation becomes part
of the standards Indispensable in eft'iclent managerial process.,

['inally, it was noted ‘that MBO contributed to improved perfor-
ménce of the Individual stafi mewber, and increased production. in the .
Departments. At each ol the three month evaluation session, a higher
attainment of the objectives has been recorded which of' course benefited
the® whole operation. g
Conelusion

Baged on one year of tesbing.it was concluded that the MBO
gystem is applicable to the Learning Resoﬁrces Center operations and
fhat it can frovide congiderable improvement to its administration.
Through its application, the ma jor wealkhesses of the previous system
were éliminated. It is'a logical, sbraigh? forward approach to manage—j
ment which integrates'hﬁman and physical regources in an on going process
of the achievement of cerlain poals. It waé accepted as ‘the prevailing.
management method of operation ih thq Learning Hesources Center. It
is our expectation and hope that MBO will be adopted by other divisionsA"
of the college and ‘this way will imprave.the managerial capabilities of

the whole 'institution.
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