
DOCUMENT RESUME

ED 088 537 JC 740 091

AUTHOR Sheparovych, Zenon B.
TITLE The Change of Managerial Policies at Essex County

College Learning Resources Center and Introduction of
Management by Objectives System.

PUB DATE Jan 73
NOTE 11p.; D.Ed. praticum, Nova University; Appendix will

not reproduce clearly

EDRS PRICE MF-$0.75 HC-$1.50
DESCRIPTORS Administrative Organization; Decision Making;

*Management Systems; *Objectives; *Organizational
Change; Organizational Development; Resource Centers;
Systems Analysis; *Systems Development

IDENTIFIERS *Management By Objectives

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 Tre-set
goals, decentralize decision-making, provide performance standards,
improve individual performance, increase motivation, and create
participative management. The management by objectives (MBO) system
was chosen. Staff were trained in MBO procedures. Written 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 EEO provided
considerable administrative improvement. (KM)
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Zenon D. Sheparovych

The Change of Managerial Policies at Essex County College Learning

Resources Center and introduction of Management by Objectives System.

IntoducLiQa

The Essex County College Learning Resources Center was organized

in Summer, 1968 and became operational in September of that year. The

Director of the Learning Resources Center was hired on August 1, 1968,

and given the task in the next two months to set up physical facilities,

to acquire collection, to select and hire personnel, and to establish

budgetary and administvative procedures. By the end of September, 1968

the school opened with an enrollment of 4,000 students, and from this

date the Learning Resources Center started to provide services to its

mcom unity. This rapid build up of an organization from nothing to a

formidable division with an annual budget of approximately 400,000

dollars, and the constant pressure for increased services, created a

managerial crises of considerable magnitude. The whole operation was

run from' day to day without long-range planning, which would enable

to make most effective and economical use of manpower, equipment, facil-

ities. and money. The major activities were directed toward meeting the

daily crises which puL the Learning Resources Center into a situation

which is generally referred to as "management by crises."

In the Fall of 1971, the Director of the Learning Resources

Center decided to analyze the existing managerial system, to identify the

problems, and to find satisfactory solutions, which would either rectify

the present system, or replace it with a more effective one.
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A three month study of the system revealed that the major

weaknesses of the organization take their origin from thd mode and

circumstances in which the division was formed. Because of the limited

time in which the Learning Resources Center was set up, there was no

time available to train personnel, develop procedures, or do organized

planning. The best answer, at least during the initial organizational

period, seemed to be a tight central leadership and control. In the

first three years the Director of the Learning Resources Center, as the

most experienced member of the managerial team, developed a centralized

decision making machinery. This mode of management tends 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

making not only the decisions he should, but also many that could be

made more soundly by others. A Process of the delegation of authority

had to be started, which would motivate people to plan and to decide,

and to do things out of their o'A'n 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 process.

The short organizational period, land the pressures of every day

work did not allow the time for development :of rational performance

standards. Again, a system had to be developed which 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 quantitative data available

to provide a satisfactory evaluation system. There was a need for a

system which would provide as a by-product quantitativQ and qualitative

date, which would become the base for standards, enhance forecasting,

and create an instrument which could:be used for evaluation and improve-

ment of performance.

After the identification of the existing problem, it was

decided 'that another management System must be introduced, and possibly

one that would deliver the following factors:

a. Introduce a planning system which would guide the
organization toward pre-set goals

b. Decentralize decision making process

c. Provide performance standards

d. Improve individual performance

e. Increase motivation to achievement

f. Create participative management

'Selection, _of f./TD2 Managerigl Prolq.?.11.s at Essex Count
cc221e.ze 1,-ZesmuLges Centel^

After several months of study of the existing management systems,

the Director of the Learning Resources.Center decided to test the MBO

system for possible adoption at Essex County College Learning Resources

Center. This system has been known and practiced by profit making

institutions for a long time. The present literature on the subject

indicates great managerial success of companies which use the MBO system

in their operations. What seemed to 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



most proper way to improve the management procedures at the Learning

Resources Center.

Execglam LlYotaA
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The following steps have been taken to set up procedures for,

the execution of the project:

a. Training of the Learning HOSOUPC00 Center staff in MBO
procedures

b. Preparing of written objectives for projects to be
executed between February, 1972 and January, 1973

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

d. Setting up of evaluative procedures for testing the
results

a The heart of the MDO system are clearly defined objectives,

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

the MDO training process is to teach the staff how to write meaningful

and realistic objectives. The goals set must be achievable in a pre-

scribed period of time.

i_The training of the Learning nesources Center staff In preparing

objectives started in February 1972. At that time the Department Heads

were asked to write specific objectives for the next three months of

operation. Prior to this, several lectures'on the system were held and

the professional staff members were asked to read the available litera-

ture on the subject. Monthly reviewing meetings were held to follow the

progress and to discuss the problems.
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The written objectives which are prepared every three months

by the Departtent Heads are stated on a specifically designed form to

cover the specific projects which a department undertakes in the coming

three months (see Appendix I). sometime a project extends over the

three month period, which is indicated on the form. The specific objec-

tives must 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-

side the department. Projects like revision of the card catalog or

preparing of audio-visual orientation program are considered special

projects beyond everyday duties. The form on which objectives are

prepared states the project title, detailed statement of objectives for

the given project, the initiation and completion date, person in charge

of the project, listing of humca.n and physical resources needed for

completion, and space for remtlr. This form also includes entries

which are filled in during the final evaluation of the project which

usually takes place at the end of the three months period. At that time

questions are asked if the time was gained or slippage occured. Also,

all operational problems which came to light during the duration of

the project, will be,carefully recorded.

Usual_ Planuinz.

To facilitate visual evaluation ofi, the progress made in

achieving the objectives, ascheduling borad\was 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 proj-
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ect. A long colored bar indicates the period of the project. A black

flag shows where the project stands at a given time. This Instrument

facilitates better control of the current status of the project.

Emluo.lialtazamaucta

The results are evaluated by the following methods:

a. Through comparison of the objectives att and objectives
achlpved.

b. By interpretation of qualitative and quantitative data
collected during the period.

c. By monitoring and measuring periodic progress in the
projects.

d. Collecting feedback frcm the Department Heads during
reviewing session.

e. Personal observation.

The Director and Department Heads hold periodic monthly

meetings to review performance on the projects. Each Department Head

reports progress and failth'es as. they occured during the month. Correc-

tive measures are discussed for possible implementation during the re-

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

or whenever the completion date of the project falls, a full evaluation

takes place. The final meeting on the project should provide informa-

tion such as:

1. Was the project due on time. Was the time gained or the
slippage occured. The time differences in achievement
are measured in percentages, considering the projected
period of the project as 100',L.

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

3. How realistic the objectives were. If so, the collected
data provides input for standard: and is used in fore-

'Casting the measurable future goals.
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4. IJ the information received from the preceding measuring
devices competetivo with the information gathered during
thu personal observation of the project. It' this is the
case the datu collected becomes valid not only in the
evaluation of the project, but also in the' evaluation o+
the whole MO system.

The MEDO system has been applied at Essex County College Learning

Resources Center, since February, 1972 till the present time on a trial

basis. During this time, Information was gathered which points out

toward a great usefulness of this system to the managerial process in

the Learning Resources Center.

The fact that the Department Heads have to prepare periodically

objectives, contributes to better planning in the Division. It forces

them to communicate with the rest of the staff and solicit their feed-

back concerning planning. The Department Heads must make decisions as

well as influence others to make decisions. This fact decentralizes

decision-making function in the Division and contributes to more effec-

tive management through the people. Objectives become a motivating factor

because the whole staff is induced to participate in the decision-making

process which in turn improves the moral of people. They have more

opportunity to use their own ideas and to plan and control their own

work. The staff feels more responsibility for it activities which are

controlled and stimulated by the objectives rather than by one central

source of leadership, which till now was the Director of the Learning

Resources Center.

It improved the Director's performance by decentralizing his

authority. Now he knows better the decisions he should make and those

that can be better made by others. The objectives establish conditions
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which offer themselves to delegation of authority down the operating

levels. The staff has the opportunity to make many of the decisions

that relate to their own work, which takes the burden from the Director.

The system provides wealth of quantitative and qualitative

data which offers solid base for evaluation of the system and the people

in it. The operational shortcomino and inefficiencie3 are easily ex-

posed and provide the necessary information for control and corrective

measures. It creates historic data which after evaluation becomes part

of the standards indispensable in efficient managerial process.

Finally, it was noted that MBO contributed to improved perfor-

mance of the individual staff member, and increased production in the

Departments. At each of the three month evaluation session, a higher

attainment of the objectives has been recorded which of course benefited

the whole operation.

LI(x1PlultQP

Based on one year of testing it was concluded that the MBO

system is applicable to the Learning Resources Center operations and

that it can provide considerable improvement to its administration.

Through its application, the major weakfiesses of the previous system

were eliminated. It is a logical, straight forward approach to manage-

ment which integrates human and physical resources in an on going process

of the achievement of certain goals. It was accepted as the prevailing

management method of operation in the Learning Resources Center. It

is our expectation and hope that MBO will be adopted by other divisions

of the college and this way will improve the managerial capabilities of

the whole institution.
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