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ABSTRACT

The uanagemeht Revievw and Analysis Program (MRAP)
provides resources and guidelines for a research library to use in
conducting an internal assessment of management practices, The MRAP

" self-study project has tvo components: a procedural methodology for

conducting the analysis, and a conceptual framework provided to
agsist in evaluation. The study normally occurs over one year and a
econd year is generally devoted to the 1mplementat on of study
results. Participating libraries have access to the program manual,
data collection instruments, group development exer01sQé&¥and other
resources including consultation and personal assistanc
applyiny MRAP to library problems provides information on,
organizational learning and information on common barrlers which nay
limit growth and development of llbrery staff. (CH)
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The Staff Development Implications of
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N ]
The Management Review and Analysis Program (MRAP), developed by the‘pffice _ «g

;aipose of this activity is the improvement of library perfbrmanée. The
program is designed to respond to a need for more effective methods for 1

dealing with the organizational problems of research libraries and while it

S ™ %
focuses on management i§e§e§, the key aspects and major successes of the -
program relate to the.ana;y;%cal skills and techniques which are developed \

o when staff address these issues. i : \\ '
" ‘,T-:‘\\$~\ ~N N : "

“As a form of management self-study, MRAP has two eomponents:' a procedural

me;hodology for conducting the analysis, and; a-conceptual framework provided t
assist in evaluation. The complexity and inter-relatedness of- management
functlons requ1res a systems approach to the study of large organizations.

N The MRAP procedure'accomplishes tnis by orgahizing the self-study 1nto seven i

e 1

phases with carefully structured and.aequenced tasks. The initial phases cover

preparation for the study, appointment and orientation of the study team, ?

conduct of an organizational needs assessment, analysis of environmental .

‘{) factors influencing library operations and review and analysis of, institutional
0. .

AN
goals and objectives. The pr1nc1p1e work group is the-study team appointed
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Following the initial phases, the study team organizes a series of nine
staff task "forces to review, analyze and report ont¥e management functlons of

plannlng, p011c1es budgets, management information systems, organization,

suvervision, staff development, personnel, ag@ executive leadership. Eqsp task

force gathers data on the operation of one function, such as the formulation

use, and communication of library pdiicies, analyzes the strengths and weak-

<

nesses of current practices in that’area and makes recommendations for change

»

and improvement.: . : !

1

After completion of the task force activity, the study team integrates
the results into a management study report which is descriptive of current
practices and prescriptive.in recommending new or changed procedures, policies

AN .
and systems. This report ngmally groups the recommendations developed by

the several task forcés int¢ major programs and projects requiring systematic

implementatiogx y the libraries' administration. In the past these re-
Tz .

comendations have related to issues such as: the role of the library in university

. ~

- “ 3 .
instrucgtional, research, and planning programs; clarification of organizational

roles and relationships; stirengthening leadership and supervisory positions;
_ improving the decImipn-makihg processes within the 1ibrary;\ihpg3y1ng the use of

peréonnel resources, andy ifproving the communication efforts of the\%lbrary Many

of these study reports are Evallable upon request.from the OMS.1 A "‘ﬂﬂ

The study normally ocqurs over one year and a second year is generally :;m
. I‘l‘fu‘
"devoted to the implementatijon of study results. In most libraries 10% to §
v\
ﬁ
- of the staff is Qir_ y i olved in 'study team and task force effortsﬁand almost

\‘

" the entire staf ‘contribafe to the study via interviews and survg§s

Libraries participating in the program have access to an‘a$Tay of specially

designed resqurces to faciljtate eff1c1ent completlon of thggstudy. The core




instrument in the program is a 400 page manual, which is prepared by the
~ Office and revised on the basis of experience in the several applications

~
2 This manual is supplemented by a series of six train-

of the proje;ct.
iné sessioﬁs conducted by OMS and attended by chairpersons representing
participating libraries. Since the application of MRAP %enerally in-
volves 'a group of three or more libraries working through the piogram 'é)en ’
roughly the same schedule, these training sessions allow the libraries
to share ideas, xsuccesses, and problems. More recently, OMS has pre-
pared specialized 'resources such as data ¢ollection instruments, group
development exercises, guidelines for task force -leaders, and an imple-
mentation manual. The Office also prd\;icies consultation and assistance
to those libraries that participate in the program or é.re working on
implementation ff the results of the program. To date 22 ARL members
have part1c1pafted in the program in five appllcatlofns With' each appli-
cation refinements haVe been de in the program as a result\f the

experience with different libraries, and individual libraries ado\p\the /

) L
program to their specific needs.\ For more information on the develop-,
\

ment, conduct, or library experier\lc;e %ith MRAP' contact the OMS for a . .'\

bibiiography of MRAP related referénces.3 :

-
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Bcperénce with applying MRAP to 1ibr51y problems has provided some per-
spectives on the learning process within an organizational context. Common

barriers which frequently limit the ;growth and development of library staff

1
. *
members seem to include: * \

e The lack -on most libra:ry staffs of basic

. knowledge and ékills required for do;inz«'

this type of study. o !
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e The limits.which the workload and z;7@fing levels
of most libraries place on the amouft of time that

N L]

j*{ . can be devoted to planmning, develgpment or re-
R ) search efforts; \ L 1
® Resistance to change is cgﬁmon-place in library
organizations, and is chaféc;qf&zgd by an Z/
unwillingne$§ to experiment aﬂﬁia ihgk(of.support
for .fresh ideas or different’viewpoinzg;

e The unwillingness of staff ﬁ% commit‘themée{vés to
the difficulties and risks /of self-study,rbeééuge
their e%pe;ience has suggééted that large librafiés
are slow to change and may well retaliate if uni- | 5

que, significént prbﬁosaﬂs are advanced;' . K \\\\\
° The‘ease~of criticizing and fault-finding as com-
pared to the objective assessment -of strengths and
. wéaknesses and the development of positiv; pro-
posals for improvements that are implementable; and
° Theylack of resources and methﬁdglogies for Y
facilitatinéélearning in an organization context.
Our experience indicates that planning for staff devgipgnent in library organi-
zations begins with an understanding of thesé barriers and also includes:
° Exeéutiveoleadership that is commited to the
objectives and philosophy of the program.

t' ° Agcess to the experiences and accomplishments of
other organizations including non-library oréaniﬁ
zgtions must be available.£esf”/’/,,////i

e Staff that are willing‘fg/ st ideas, té experiment

with new appfggghes/éh& to change old practices.

. . 5




to organizational needs and the results must be;l
valuable to the library, not just to individual {
gx“owth. L )

o The recognition that learning by doing is probably
the most cost-effective way of securing change

in behavior and acquiring new skills.

0 Recognition of the value of group problem-solving

8
and decisiop-mitking as a.vehicle for securing a \
more informed, competent and committed staff.
o Recognition that a long-term investment is needed
, ment is needed in order torse;cqre real impact
on organization performance. ‘ / !

-

o

Conclusion -
Libraries are being forced to invest ingr;easihé amounts of resources and
staff time in concerted efforts to ,secur‘é/;:hancge and improvement in the per-
formance of their organizatidné. Staff development ig a critical sprerequisite
of performance improveri;ent and, as a resuylt, library organizations are

assuming responsibility for cost-effective training and developmental efforts.
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o The reé:d‘gniti.on that training.has to be related _ }
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. This manual is dvailable to program participants only; a brochure de-  _
scribin% the program is available from the ARL Office of University -
Library Management Studies, 1527 New Hampshire Avenue, N.W., Washington,
D.C. %6036. - -
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Weﬁ§fer;'Dd e, "Bibliography of MRAP related Publications", available from
Office of University Library Management Studies and will be
publisfed in a forthcoming issue of The Journal of Academic Librarianship.




