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T h e f o l l o w i n g three papers w e r e presented at the 39th C o n f e r e n c e of E a s t e r n C o l l e g e 
L i b r a r i a n s , held on N o v e m b e r 28, 1 9 5 3 , at C o l u m b i a U n i v e r s i t y . 

B y M A U R I C E F . T A U B E R 

Surveys by Librarians 

ON THE BASIS of correspondence w i t h the 
C o m m i t t e e C h a i r m a n , I g a t h e r that this 

p r o g r a m is a unit and the par t s a r e inter-
re lated. I n the ear ly p a r t of the correspond-
ence w i t h y o u r c h a i r m a n I w a s concerned 
wi th the implication that there w a s a neces-
s a r y ser ious dichotomy of approach b e t w e e n 
s u r v e y s by l i b r a r i a n s and those by m a n a g e -
ment engineers . T h e implication is probably 
w a r r a n t e d to some extent . F o r that reason, 
I have f o u n d it des irable in my comments to 
note some s imi lar i t ies in the procedures of li-
b r a r i a n s and m a n a g e m e n t engineers in their 
analys i s of l i b r a r y problems, a l though the 
f o c u s and emphasis of each g r o u p have been 
d i f ferent . Po l i cy m a k i n g and adminis t rat ion 
have been the p r i m a r y concern of l i b r a r y 
surveys . Speci f ical ly , this discussion w i l l deal 
w i t h the purposes , w i t h some attention to s e l f -
eva luat ion , problem areas , methodology , and 
resul ts of s u r v e y s by l ibrar ians . W h i l e stress 
is on academic l i b r a r y surveys , r e f e r e n c e s to 

public and other l i b r a r y s u r v e y s a r e included. 
« 

PURPOSES 

P e r h a p s some of you w i l l recal l the art ic le 
by L o u i s R . W i l s o n , " T h e U n i v e r s i t y L i b r a r y 
S u r v e y : I t s R e s u l t s , " w h i c h appeared in the 
July, 1947 issue of College and Research Li-
braries. D r . W i l s o n , leading s u r v e y o r of 
univers i ty l ibrar ies , a f t e r describing the gen-
e r a l and l imited types of l i b r a r y surveys , 
directed his attention at i solat ing some of the 
beneficial resu l ts of those in which he had 
part ic ipated. Specif ic i n f o r m a t i o n concerning 
resul ts of f ive s u r v e y s is recorded, w i t h p a r -
t icu lar attention to accompl ishments based on 
the U n i v e r s i t y of G e o r g i a L i b r a r y survey , the 
oldest of the g e n e r a l s u r v e y s of univers i ty l i -
brar ies . B u t D r . W i l s o n ' s f ina l p a r a g r a p h 
is w o r t h q u o t i n g : 

The results of the five surveys have not 
been so extensive or so substantial as those 
set forth by Dr. Parker [then librarian of the 
University of Georgia] . But they are sub-
stantial. The criticism could be made that 
the surveys are very much alike in form and 
scope, that they are elementary, that when 
one is read there is little need to read the 
others. Such criticism is easy to make but is 
wide of the mark. They have been somewhat 
alike because they represent prescriptions 
for libraries, for different libraries, however, 
and they are directed at specific as well as 
general ends. They are elementary because 
they have been intended for administrative 
officers and faculty members who are not 
experts in library administration but whose 
sympathetic understanding and cooperation 
are essential to the carrying out of an effec-
tive, significant library program.1 

I t is obvious ly not possible to discuss in 
detai l the m a n y s u r v e y s m a d e by l ib rar ians . 
A m o n g the l a r g e r institutions surveyed by 
l i b r a r i a n s are the L i b r a r y of C o n g r e s s , A r m e d 
F o r c e s M e d i c a l L i b r a r y , the C h i c a g o P u b l i c 
L i b r a r y , the C l e v e l a n d P u b l i c L i b r a r y , the 
L o s A n g e l e s P u b l i c L i b r a r y ( m a d e in col-
l a b o r a t i o n w i t h the L o s A n g e l e s B u r e a u of 
B u d g e t and E f f i c i e n c y ) , the M i c h i g a n S t a t e 
L i b r a r y , the I l l inois S t a t e L i b r a r y , the N e w 
Y o r k S t a t e L i b r a r y , the A i r U n i v e r s i t y , the 
U n i t e d N a t i o n s L i b r a r y , the l ibrar ies of the 
univers i t ies of F l o r i d a , G e o r g i a , Ind iana , M i n -
nesota , Miss i s s ipp i , M o n t a n a , and South C a r o -
l ina, T e x a s A . & M . C o l l e g e , A l a b a m a P o l y -
technic Inst i tute , V i r g i n i a Po ly technic Inst i tute , 
N o t r e D a m e , S t a n f o r d , C o l u m b i a , and C o r -

1 College and Research Libraries, 8:375, July, 1947. 
See also McDiarmid, E. W., The Library Survey: Prob-
lems and Methods. Chicago, American Library As-
sociation, 1940; and statement on value of "the perception 
of a single person," by Devereux C. Josephs, in Annual 
Report, 1946, p. 29, of the Carnegie Corporation of 
New York. 

188 COI.LEGE AND RESEARCH LIBRARIES 



nell. T h e special studies at the M o n t c l a i r 
P u b l i c L i b r a r y h a v e been w e l l publicized. 
T h e r e a r e m a n y others , including t w o series 
which are ord inar i ly not a v a i l a b l e — t h o s e 
made f o r l a r g e r g e n e r a l s u r v e y s or f o r ac-
creditat ion boards , and those which w e r e 
made on a confidential basis. A s a rule, h o w -
ever , genera l l i b r a r y s u r v e y s and m a n y of the 
special s u r v e y s have been reproduced and 
g iven l imited distr ibution. O n e of the most 
active public l i b r a r y s u r v e y o r s has been 
J o s e p h L . W h e e l e r , f o r m e r l y l i b r a r i a n at 
E n o c h P r a t t F r e e L i b r a r y in B a l t i m o r e , and 
an exper t on l i b r a r y buildings. H e has par t i -
cipated in 82 s u r v e y s of v a r i o u s kinds. 

V e r y s imply stated, the m a j o r purposes of a 
l i b r a r y survey a re to describe and eva luate . 
W h e t h e r it is a g e n e r a l l i b r a r y s i tuation, a 
d e p a r t m e n t a l mat te r , or a specific problem 
area , the goa l is to g a t h e r al l f a c t s concerning 
it and to suggest steps f o r overcoming any 
shortcomings which a r e found . 

Self-Surveys.—Any ef fect ive l i b r a r i a n is 
a l w a y s t ry ing to ana lyze and e v a l u a t e his 
o w n l i b r a r y s i tuation. T h e w e l l - r u n l i b r a r y 
is operated on the basis of continuous study 
of organizat ion , faci l i t ies , services, and rou-
tines. S e l f - s u r v e y s , or studies of problems 
by adminis t rat ion and s ta f f , a re essential to 
e f fect ive l i b r a r y operat ion. T h e s e studies 
m a y be directed at the c lar i f icat ion of the 
a ims and funct ions of the l ibrary , determina-
tion of the s tatus of the l ib ra ry , the isolat ion 
of f a c t o r s which l imit or contr ibute to the 
efficiency of service, or at specific m a t t e r s of 
immediate importance , such as a change of 
organizat ion , eva luat ion of book or per iodical 
collections, an examinat ion of acquisit ion 
policy, a personnel c lar i f icat ion, f inancia l sup-
port f o r special purposes , bui lding a l terat ions , 
equipment needs, cata log ing operat ions and 
routines, binding procedures , r e fe rence service 
a l terat ions , problems of users . S e l f - s u r v e y s , 
as w e l l as those m a d e by outside consultants , 
a re f r e q u e n t l y designed to bluepr int the course 
of action f o r the f u t u r e . 

O n e m a y get a g l impse of the c u r r e n t 
e f f o r t s to introduce scientific m a n a g e m e n t into 
their operat ions and routines by examinat ion 
of annua l reports of l ibrar ians . F o r example , 
the f o l l o w i n g quotat ion is taken f r o m the 
" A n n u a l R e p o r t of the U n i v e r s i t y of O k l a -
homa L i b r a r i e s f o r 1 9 5 2 - 1 9 5 3 " : 2 

2 Page 6. Arthur M. McAnally is director of libraries. 

Various technical changes were made to 
improve the economy and efficiency of library 
operations. An experiment was conducted 
in open-stack service in the general library 
orf weekends and proved pleasing to all con-
cerned; along the same lines, the Lower Divi-
sion and Pharmacy libraries became fully 
open-shelf. 

In Acquisitions, accessioning was discon-
tinued, multiple order forms adopted, and 
punched cards used for faculty recommenda-
tions and for accounting. In Cataloging, the 
LC depository set of cards occupying a room 
28' X 15' was abandoned, the discarded card 
cabinets used to expand the general card 
catalog, and the space added to cataloging 
work space; pre-ordering of LC printed 
cards was begun to speed up cataloging. 

In Reference, a rotary Kardex was installed 
to make it easier to find periodicals, and 
multiple-carbon interlibrary loan forms were 
adopted. A study of binding standards and 
costs was made and arate collections in the 
Biological Sciences Library were consolidated 
and their catalogs combined, to facilitate use. 
Several library units improved their process-
ing of non-book materials. 

T w o other examples of l ibrar ies which 
endeavor to introduce m a n a g e m e n t improve-
ments as p a r t of the c u r r e n t responsibil ity of 
the staff a re the U . S . D e p a r t m e n t of A g r i -
cu l ture L i b r a r y and the B r o o k l y n P u b l i c L i -
b r a r y . L i b r a r i a n S h a w at A g r i c u l t u r e has 
been a constant student of m a n a g e m e n t engi-
neer ing applied to l ib ra ry procedures . 3 

H i s recent w o r k w i t h the photoclerk w a s 
based on exper iments in the A g r i c u l t u r e L i -
b r a r y . T h e machine w a s l a t e r tested in 
selected l ibrar ies . H e is also the editor of an 
issue of Library Trends published in J a n u a r y 
on "Sc ient i f ic M a n a g e m e n t in L i b r a r i e s . " 

In an art ic le in the A p r i l , 1 9 5 3 , issue of 
College and Research Libraries, Librarian St. 
J o h n of the B r o o k l y n P u b l i c L i b r a r y has 
spelled out in some detai l m a n a g e m e n t im-
provements w i t h specific sav ings m a d e in that 
institution. M r . St . J o h n w r i t e s as f o l l o w s : 

The development of management improve-
ments in the Brooklyn Public Library is a 
joint affair and much of the basic discussion 
takes place in an Advisory Board meeting. 
The Advisory Board is made up of super-
intendents of all phases of our work per-
formed by the professional, clerical, and 
maintenance staffs. Since they meet weekly 
there is a regular opportunity of bringing 

3 Shaw, R. R. "Scientific Management in the Li-
brary," Wilson Library Bulletin 21:349-52-)-, Jan. 1947. 
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to bear upon any problem, the experience 
and knowledge of all.4 

H o w e v e r , D o n a l d C o n e y , a f t e r describing 
some e f f o r t s of l ibrar ies and g r o u p s to come 
to gr ips w i t h specific problems, s u m m a r i z e d 
the c u r r e n t s tatus in l i b r a r y m a n a g e m e n t w i t h 

. a g e n e r a l conclusion that " t h e r e is a r e g r e t -
table l ack of f i r s t -hand acquaintance w i t h 
m a n a g e m e n t l i t e r a t u r e , and of or ientat ion in 
the m a n a g e m e n t f ield, on the p a r t of l i b r a r y 
admin i s t ra tor s and those w h o w r i t e on l i b r a r y 
m a n a g e m e n t . " 5 

M o r e and m o r e l ib rar ies a re f a c i n g their 
obl igat ion to support a p r o g r a m of periodic 
study of problems . C a l i f o r n i a , C h i c a g o , C o -
lumbia , Idaho , I l l inois , I o w a S ta te , H a r v a r d , 
S t a n f o r d , T e m p l e , and Y a l e a r e a f e w ex-
amples of academic l ib ra r i e s which h a v e been 
s tudying problems sys temat ica l ly . M a n y public 
l i b r a r i e s — C l e v e l a n d , L o s A n g e l e s , N e w Y o r k , 
M o n t c l a i r , and others h a v e been w o r k i n g 
constant ly at improv ing operat ions . W h e t h e r 
it is done on a g e n e r a l basis or f o r a specific 
a r e a is not as important as the recognition 
that the inherited problems of the past must 
be so lved today. 

A n d r e w D . O s b o r n and S u s a n M . H a s k i n s , 
in an art ic le in the O c t o b e r 1 9 5 3 , issue of 
Library Trends, describe the approach to the 
problem of c a t a l o g maintenance at H a r v a r d . 
T h e L i b r a r y of C o n g r e s s , through staf f com-
mittees and a consul tant on B ib l iograph ic 
Po l i cy and C a t a l o g i n g , has establ ished a basis 
f o r a f r o n t a l a t tack on a v a r i e t y of problems . 
I t is not surpr i s ing that a state l i b r a r y has set 
up the f o l l o w i n g posi t ion: 

Library Management Officer 

$6700.00 $7060.00 $7420.00 $7780.00 
Duties: 

Under general direction as to policies, but 
with considerable latitude for the exercise of 
initiative and resourcefulness, analyzes li-
brary organization, procedures, and opera-
tions in relation to the responsibilities and 
commitments of the library. 

Develops policies for economical and effec-
tive operation of the central library and its 
branches. 

Initiates suggestions for improvement of 
the management function of the library sys-
tem through alteration of the organizational 
pattern, through simplification of routines, 

4 St. John, F. R. "Management Improvements in Li-
braries, College and Research Libraries, 14:174, April, 
I953-6 Coney, Donald, "Management in College and Univer-
sity Libraries," Library Trends, 1:83-94, July, 1952. 

and through introduction of new or im-
proved methods of work. 

Conducts management research projects 
designed to aid the director and staff of the 
library in the formulation of decisions. 

Advises on training programs aimed at 
the development of cost-consciousness on the 
part of the staff. 

Examines new items of library and office 
equipment for possible use or extended appli-
cation to library operation. 

Does related work and prepares reports 
as required. 

Minimum qualifications: 

Formal education or other education or 
training showing attainment of the level 
represented by graduation from college and 
at least one year of graduate study in a 
curriculum for industrial or management 
engineers and library science in an accredited 
graduate institution. 

Three years of successful experience in 
industrial or management engineering or in 
librarianship. 

Freedom from physical defects which 
would prevent efficient performance of the 
duties of the position. 

T h e W a s h i n g t o n , D . C . P u b l i c L i b r a r y in its 
Management Improvement Reports6 contains 
a series of techniques and methods to be em-
ployed in r e v i e w i n g operat iona l problems. 
T h e s e include staf f conferences and meetings , 
periodic and special reports , b u d g e t a r y (cos t ) 
control , special studies and surveys , spot 
checks, stat ist ical sampling, t ime studies and 
w o r k load surveys , pool ing and centra l izat ion , 
rotat ion of s ta f f , or ientat ion of n e w staff 
members , consultat ion w i t h author i t ies out-
side the l i b r a r y ( inc luding v i s i t s ) , staf f a t -
tendance at p r o f e s s i o n a l meet ings and semi-
nars , s tudy of mechanica l and technological 
processes, issuance of bul let ins to the s ta f f , 
r e v i e w and analys is of staff operat ions , main-
ta ining a staff r e f e r e n c e collection of l i b r a r y 
and m a n a g e m e n t l i t e r a t u r e , f o r m s analys is , 
and staf f quest ionnaires . 

Surveys by Outsiders.—The outside l i b r a r y 
s u r v e y o r is somet imes cal led into the p icture 
because detai led analys is of operat ions and 
rout ines and other par t s of the enterpr ise 
has been lacking . I t is f r e q u e n t l y not pos-
sible f o r the l ib ra ry a d m i n i s t r a t o r and m e m -
bers of the s ta f f , w i t h their dai ly , press ing 
responsibil it ies to engage in sys temat ic study 
of problems. T h i s does not mean that the 

6 Staff Bulletin No. 24, September 15, 1951. 
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l ibrar ian is necessar i ly u n a w a r e of deficiencies. 
I n truth, m a n y s u r v e y s have been initiated by 
l ibrar ians w h o , through experience and obser-
vat ion, have been able to single out the prob-
lem areas . T h e y m a y h a v e a l r e a d y assembled 
re levant data on the problems f o r the use of 
the surveyors . 

Despi te the f a c t that the personnel of an 
organizat ion m a y engage in se l f - surveys , a 
f r e s h outside point of v i e w is sometimes de-
sired. T o gain this point of v i e w there m a y 
be involved exhaust ive examinat ion of opera -
tions and routines which w i l l conf i rm con-
clusions which h a v e been tentat ive ly reached 
by the administrat ion and staff members . B u t 
this conf i rmat ion m a y have beneficial resul ts 
on the p r o g r a m of the enterprise . In many 
instances, it m a y help to impress real ist ic 
business men w h o are accustomed to effi-
ciency experts and respect their f indings. A n 
investment in a survey of this type probably 
can be just i f ied on this basis. E v e n in se l f -
eva luat ion of problems, a n u m b e r of l ib rar ies 
have w o r k e d closely w i t h bui lding and equip-
ment specialists, as w e l l as w i t h experts in 
the development of f o r m s f o r acquisitions, 
binding, cata loging, photographic w o r k , cir-
culat ion, and other service?. U s u a l l y , in 
these cases, the consultants w o r k w i t h the 
l ibrar ians through the s tage of instal lat ion. 

L i b r a r i a n s , not hav ing t ime to conduct sur -
veys, in order to provide f a c t s f o r budgetary 
off icers somet imes find it des irable to obtain 
outside s u r v e y o r s or consultants to w o r k on 
problems that the l i b r a r y administrat ion can-
not itself solve. Special ists in m a n a g e m e n t 
are also approached to prov ide data which 
are genera l l y not ava i lab le in either the 
l i t e r a t u r e or the experience records of li-
brar ies . 

W h e n l i b r a r y organ izat ions w e r e smal l , the 
l ibrar ian had l itt le diff iculty gett ing a book 
f r o m his l imited collection to a reader . R e c -
ords and routines w e r e simple, there w e r e no 
ser ious disturbances because of bui lding or 
financial s ituations, and personnel recru i tment 
and organ iza t ion w e r e not constant sources of 
distress . S u r v e y s , t h e r e f o r e , usua l ly repre-
sent one of the concomitants of size and com-
plexity , a l though it is readi ly unders tandable 
that even a one-man enterprise can become 
chaotic. W i t h g r e a t size, o rgan iza t iona l and 
operat iona l prob lems become increasingly 
acute. W i t h o u t c a r e f u l planning o r g a n i z a -
t ional control becomes divided, records become 

cumbersome and diff icult to change, n e w rec-
ords and f o r m s are not a l w a y s t h o u g h t f u l l y 
introduced, t u r n o v e r of staff is f r e q u e n t and 
recrui t ing of personnel becomes a dai ly bur -
den, responsibil it ies of staff m e m b e r s a re not 
c a r e f u l l y outl ined, l ines of w o r k cross and 
recross unsystemat ica l ly , activit ies a re car r i ed 
on w i t h o u t r e g a r d to re lated activities, space 
becomes inadequate and equipment insufficient 
or outmoded. I t is t ime to take stock of the 
s ituation. 

T h e author izat ion f o r a survey usua l ly 
comes f r o m an individual or g roup wi th in 
the i n s t i t u t i o n — f r o m the l ibrar ian , the f a c -
ulty l i b r a r y committee, the president, or the 
board of trustees . Somet imes it m a y come 
f r o m an interested support ing constituency of 
the institution, an educat ional or phi lanthropic 
foundat ion , or, as noted ear l ier , an accredit ing 
association. T h e selection of s u r v e y o r s m a y 
be made direct ly by the institution involved, 
by an interested foundat ion , or by a l i b r a r y 
organizat ion acting as intermediary . 

I t should be noted br ief ly also that there 
a re examples of surveys of l ibrar ies hav ing 
been made jo int ly by l ibrar ians and m a n a g e -
ment engineers. T h e L o s A n g e l e s survey w a s 
car r i ed out under the supervis ion of the L o s 
A n g e l e s B u r e a u of B u d g e t and Ef f ic iency . 7 

T h e report on " T e c h n i c a l S e r v i c e s , " of this 
survey , f o r example , includes detai led w o r k 
analyses and cost studies in the operat ions of 
acquisit ions, cata loging, c irculat ion, and bind-
ing. T h e N e w Y o r k P u b l i c L i b r a r y s u r v e y 
represents an example of close staff coopera-
tion and col laborat ion w i t h m a n a g e m e n t engi-
neers . T h e adminis t rat ion of the N e w Y o r k 
Pub l i c L i b r a r y , h o w e v e r , has consulted w i t h 
other l ibrar ians w h e n e v e r it has f o u n d it de-
s irable to do so. 

P R O B L E M A R E A S 

T h e n a t u r e of the problems met by s u r -
v e y o r s d i f fer , of course, f r o m l i b r a r y to l i-
b r a r y . W h e n a tota l l i b r a r y s ituation is 
studied a typical pat tern of problems has gen-
era l l y been considered. T h i s pat tern d i f f e r s 
only s l ightly f r o m the pat tern f o u n d in non-
l i b r a r y enterprises . T h e history of the insti-
tution, the g o v e r n m e n t a l relat ionships, fi-
nances, organizat ion , personnel , controls , 
methods, faci l i t ies , and physical f a c t o r s a re 

T Los Angeles. Bureau of Budget and Efficiency, 
Organisation, Administration and Management of the 
Los Angeles Public Library. Los Angeles, 1950. Vol-
ume I. General Service Factors. 
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consistently parts of the l ibrary survey pat-
tern. T h e r e are certain functions which are 
characteristic of l ibraries, such as use, the 
acquisitions program, cataloging, reference 
w o r k or cooperation. 

History and Background.—Most general 
surveys include a section on the history and 
background of the l ibrary . T h i s is developed 
f r o m var ious institutional and l ibrary reports, 
l ibrary committee reports, published ma-
terials relating to the institution, and other 
records which may be available. T h e history 
is important in assessing present problems, 
since it usual ly provides the basis f o r the cur-
rent status and operational problems of the 
l ibrary. 

Governmental Relationships.—One of the 
important factors in a study of an academic 
l ib rary—and indeed, of other types of l ibraries 
as w e l l — i s the government of the l ibrary . In 
some instances, l ibrary service and support 
have suf fered because specific legislation re-
garding the place and responsibility of the 
l ibrary has been lacking. Surveys have 
clearly pointed out how part icular l ibrary 
systems might be strengthened by such pro-
cedures as codify ing regulations, improving 
the position of the l ibrar ian in respect to 
knowledge of developments affecting the li-
brary , activating l ibrary committees so that 
they help in l ibrary planning and programs, 
emphasizing the need f o r central ization of 
administrative direction, pointing out defi-
ciencies in personnel policy, and indicating 
w a y s by which the l ibrarian can w o r k closely 
with the administration and the faculty . I t 
has been use fu l in surveys to r e f e r to success-
f u l situations where governmental relation-
ships are concisely stated. 

Financial Administration.—Funds are es-
sential f o r carry ing on l ibrary system pro-
grams. I t is there fore important to show how 
w e l l the l ibrary has been financed and how 
w e l l the funds are being spent. In both the 
S t a n f o r d and Cornel l surveys, f o r example, it 
w a s found that the l ibrary systems w e r e 
actually spending more f o r l ibrary purposes 
than usual ly indicated in their statistical re-
ports. A detailed examination of budgetary 
procedures wi l l sometimes reveal hidden ex-
penditures which are actually devoted to 
l ibrary purposes. T h e study of financial 
administration wi l l also suggest improved 
methods of bookkeeping and accounting, rec-
ords, and reporting. Surveys of some state 

institutions have been instrumental in elimi-
nating in acquisitions w o r k f o r the l ibrary red 
tape which might be necessary f o r the pur-
chase of a supply of lumber or asphalt by 
other units of the institution. 

Organization and Administration.—One of 
the usual trouble spots in l ibrary service is 
f au l ty organization and administration. A t 
S tanford , the central l ibrary administration 
w a s " f o u n d to be too w e a k to serve ade-
quately the interests of all instructional and 
research departments . " In other institutions 
it has been found that l ibrary units have de-
veloped without relation to central services. 
M o r e o v e r , surveys have been concerned with 
the nature of the organizational pattern as a 
w h o l e — a clear marking out of the objectives 
of the l ibrary, the type of administrative 
officers necessary and their responsibilities, the 
character and number of positions needed to 
do the w o r k of the l ibrary , and the distribu-
tion of the positions. A clear statement of 
functions of each person w h o is placed on the 
staff is essential. 

Technical Services.—In acquisitions, cata-
loging and classification, binding and photo-
graphic service, operations and routines assume 
special importance in l ibrary administration. 
E v e n in small l ibrary operations, considerable 
waste can occur in the use of professional as-
sistants f o r clerical w o r k . In large operations, 
which may involve the acquisition, recording, 
organizing and servicing of mater ia ls in all 
f o r m s on all subjects and in all languages, the 
use of personnel wel l trained in subject fields 
and with linguistic ability has been found to 
be essential. Diff iculties in some l ibrary or-
ganizations surveyed have arisen because of 
the f a i lure to employ proper personnel. T h e 
technical services in an effectively operated li-
brary wi l l provide prompt f low of w o r k , eco-
nomical routines, simple but adequate forms , 
and proper use of mechanical equipment. 
P o o r technical facil ities and routines have f r e -
quently been the pr imary reason f o r a li-
brary ' s f a i lure to provide ef fectual service. 
Surveys have revealed there is a high correla-
tion between f a i l u r e in technical routines and 
the ability of l ibrary personnel to provide ade-
quate readers ' services. 

Readers' Services.—The study of readers ' 
services is concerned usually with the calibre 
of the reference service, the nature and 
effectiveness of the circulation system, inter-
l ibrary loans, and the character and problems 
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of departmental and branch libraries and 
special collections. Questions of organization, 
controls, facilities, and routines are involved 
here as elsewhere. 

Personnel.—In the Stanford survey, the 
portion of the summary concerning personnel 
began with the statement: " T h e problems re-
lating to l ibrary personnel are among the most 
urgent confronting the Administration in its 
ef fort to improve the l ibrary program." T h e n 
fol lowed specific recommendations calling for 
a reclassification of positions, a listing of 
needed positions, recruitment of individuals 
with proper educational background and ex-
perience, particular need for personnel with 
subject specializations, and the inclusion of 
professional l ibrarians in the membership of 
the Univers i ty Staf f . In most other surveys, 
considerable attention is given to the organ-
ization, size and training of staff , division of 
professional f rom clerical activities, working 
conditions, salary scale, physical quarters , and 
esprit de corps. 

Holdings.—Examination of a l ibrary 's hold-
ings becomes an involved task since acquisition 
and collections need to be considered in con-
junction with a study of the instructional and 
research programs and future plans of the in-
stitution. T h i s varies considerably f rom insti-
tution to institution in various time periods, 
and the considerations of financial support, 
distribution of book funds and character of 
collections call for tailored measurements. 

Use of Libraries.—The true evaluation of 
a l ibrary should be arrived at by a study of 
the extent to which its clientele accomplishes 
its purposes. Company and other special li-
braries are compelled constantly to j u s t i f y 
their existence—they either become integral 
parts of the organization supporting them or 
they are short-lived. T h e r e is no reason why 
other types of l ibraries should not jus t i fy their 
expenditures in terms of the achievement of 
their patrons. F o r this reason, those engaged 
in general surveys are keenly conscious of the 
need to examine user satisfaction and diffi-
culties. 

Buildings and Equipment.—In most general 
surveys, building problems are of a pressing 
nature. L a c k of space for books, readers, and 
staff is a common failing. T h e surveyors 
are frequently faced with the need to examine 
plans for new structures, or with the develop-
ment of plans for renovations or expansions. 
Unless it is stipulated, surveyors do not d r a w 

up plans for a new building. H o w e v e r , rec-
ommendations may involve working out plans 
f o r the better utilization of floor space, the 
purchase of efficient furni ture and other equip-
ment, the installation of modern lighting and 
ventilating systems, the painting of wal ls , and 
so on. 

Cooperation.—Another general area studied 
in some of the university l ibrary surveys has 
been state or regional cooperation. In state 
universities, the problem of support involves 
the usual availability of limited funds for all 
state-aided educational and l ibrary facilities. 
T h e surveyors are sometimes called upon to 
'outline a program of cooperation which wil l 
be designed to make the greatest use of the 
funds which are available. Specialization 
in collecting, exchange programs, coordinated 
use of standard forms, and other proposals 
have been developed. A survey of one state 
university l ibrary has resulted in the develop-
ment of a council of l ibrarians of all state 
libraries. Meet ings are held for discussion 
and action on problems of mutual interest. 

METHODOLOGY 

T h e methods of surveys are probably f a -
miliar to most librarians. Perhaps the best 
w a y of indicating the methodology is to fo l low 
through a typical survey, that of Virg inia 
Polytechnic Institute made in 1949. C o r r e -
spondence with the L ibrar ian of V . P . I , began 
in the fa l l of 1948, a f ter the President of the 
institution had received a grant f rom the 
Genera l Education B o a r d for a survey. A 
collaborator on the survey staff w a s selected. 
A contract w a s drawn up, and included the 
major purposes of the survey (to make a 
comprehensive study of the entire l ibrary 
situation, and to submit recommendations for 
a plan of development for the l ib rary) , an 
outline of the project, responsibilities of the 
l ibrary staff , distribution of budget, and plan 
f o r publication. 

P r i o r to the arr iva l on the campus, J a n u -
ary 5, 1949 (the survey staff w a s in Blacks-
burg for two w e e k s ) , correspondence with the 
l ibrarian w a s concerned with materials avail-
able f o r study. Historical materials, staff 
manuals, special and annual reports, reports 
and catalogs, special statements of depart-
mental and general l ibrary problems, and 
other papers were provided the surveyors for 
study prior to the visit to the campus. T h e 
l ibrary staff assisted in checking holdings, fill-

APRIL, 1954 193 



ing out job description sheets, and developing 
reports on areas which apparently had not 
been studied. M e a n w h i l e , the l ibrar ian w a s 
care fu l l y building up a spirit of cooperation 
on the part of the staf f . 

O n arr iva l , discussions w e r e f irst held with 
the l ibrarian and the president. T h e presi-
dent, w h o w a s looking ahead to a ten-year 
development of V . P . I . , indicated w h a t he ex-
pected of the survey, and listed a number of 
specific questions on such basic matters as 
budget, personnel, central ization of services, 
building, and state cooperation. H e issued a 
memorandum to the facul ty and administra-
tive officers of the institution asking f o r col-
laboration on the survey. 

F o r the f irst f e w days conferences w e r e 
held with the Agr i cu l ture branch l ibrary 
committee (there w a s no general l ibrary com-
mittee) , the several deans, department heads, 
all other administrative officers, many indi-
vidual members of the faculty , a representa-
tive group of students, individual students, 
and members of the l ibrary staff individually 
and in groups. T h e l ibrarian and supervisors 
w e r e constantly consulted during the stay. 
Vis i t s w e r e made to the departmental and 
branch l ibraries , and to the R a d - T e c h and 
R a d f o r d Col lege ( W o m e n ' s Col lege of 
V . P . I . ) l ibraries . Correspondence w a s car-
ried on with the extension division and experi-
ment stations of the institution. 

A f t e r a rev iew of the mater ia ls on hand, a 
series of questionnaires w e r e d r a w n up : one 
on holdings and needs to instructional depart-
ment heads, one on technical services in the 
var ious l ibrary units, one related to other 
matters concerning departmental l ibraries, 
and one to users (students and facul ty mem-
bers ) . T h e responses on the questionnaires 
w e r e thorough and prompt. 

In addition to the interviews, question-
naires, and visits, there w a s also the task of 
checking holdings against special lists, which 
provided some idea of the strengths and w e a k -
nesses of the collections. T h e job descriptions 
provided a use fu l body of data regarding the 
duties and responsibilities of all staff mem-
bers. J o b analyses w e r e also prepared, with 
members of the survey staff work ing with 
staff f o r certain periods in order to observe 
the nature of the problems fac ing them. Staff 
manuals , organization charts, and f low charts 
w e r e used w h e r e appropriate. E f f o r t s w e r e 
made to use such standards of effective l ibrary 

service which have been developed. T h e 
practice of using the comparat ive method w a s 
also introduced into this study. V . P . I , is 
relatively a small organization, and the elabo-
rate analysis sometimes made in other studies 
w a s not required f o r every routine. Despite 
certain delicate situations, part icular ly in con-
nection with centralization of services, col-
laboration and cooperation w e r e excellent. 
T h e campus fami ly as a whole w a s a w a r e of 
the inadequate l ibrary facil ities and w a s anx-
ious f o r improvement. 

D u r i n g the stay of the surveyors , the prob-
lem areas w e r e outlined in considerable de-
tail. U s e of an ediphone made it possible 
to transcribe materia ls f r o m confidential re-
ports and f r o m interviews. Approx imate ly 20 
cylinders of mater ia l w e r e recorded before 
the surveyors le f t the campus. B e f o r e the 
surveyors departed, an interview w a s held 
with the president to in form him of tentative 
answers to the m a j o r questions that he had 
raised. 

W r i t i n g of the report extended f r o m the 
completion of the visit to the month of M a y . 
M y col laborator on the survey, W i l l i a m H . 
Jesse , made another visit to B lacksburg before 
the completion of the report, and of late he 
has been the consultant to V . P . I , f o r its new 
building. T h e var ious portions of the survey 
report w e r e examined by the l ibrar ian and 
his staf f , and w h e r e errors of fact or mis-
interpretation arose they w e r e pointed out. 
T h e conclusions of the surveyors w e r e d r a w n 
on the basis of the evidence. L i k e all surveys 
in which there is f rankness and cooperation 
between the parties involved, the findings are 
based on actual conditions and the recom-
mendations are f r a m e d within the bounds of 
possible achievement. T h e published report, 
like many reports of university l ibrary sur-
veys, does not contain all the work-sheets , 
w o r k analyses, diagrams, building sketches 
and other mater ia ls which the administration 
may use in developing the l ibrary program. 
Questionnaires used, however , w e r e incorpo-
rated in the final report. T h e presentation 
also included tabular data, organization 
charts, and other i l lustrative matter . 

T h e president of V . P . I . used the survey 
report f o r the preparation of a condensed 
report which w a s distributed widely in V i r -
ginia to in form fr iends and others of the li-
brary needs of the institution. I t met with 
prompt response f r o m the Vi rg in ia legislature, 
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which prov ided the addit ional book f u n d s and 
personnel required f o r improved l ib ra ry se rv -
ice. A $2 ,000 ,000 l i b r a r y building, f o r which 
f u n d s have been acquired, is under construc-
tion. 

RESULTS 

T h e improvements result ing f r o m the 
V . P . I , s u r v e y h a v e been duplicated in other 
institutions which have had genera l l i b r a r y 
surveys . T h e s e results , which have been 
spel led out in detai l by D r . W i l s o n in the 
art ic le cited ear l ie r , m a y be s u m m a r i z e d 
brief ly . S u r v e y s have been inst rumenta l in 
increasing the unders tanding by the adminis-
t rat ion and f a c u l t y of w h a t constitutes a 
proper l i b r a r y p r o g r a m , in c l a r i f y i n g the 
policy or g o v e r n m e n t of the l ibrary , in in-
tegra t ing the l i b r a r y p r o g r a m w i t h instruc-
tion and research, in ra is ing the position of 
the l i b r a r y personnel , in ga ining increased 
support f o r the l ib ra ry , in improv ing opera-
tions of the l ib ra ry , and in s t imulat ing use of 
the l i b r a r y . 

T h e speed w i t h which implementat ion of 
recommendat ions and suggest ions m a d e in 
s u r v e y s is initiated var ie s among l ibrar ies . 
I n a n u m b e r of instances, changes in opera-
tions and rout ines have been made w h i l e the 
s u r v e y o r s w e r e still on the campus . In others , 
as W i l s o n has pointed out, there m a y be de-
lays which h a v e developed because of the 
g e n e r a l s lowness of some academic institutions 
to change. T h i s has been especial ly t rue in 
r e g a r d to personnel classi f ications. I m p r o v e -
ments in g e n e r a l organizat ion and in technical 
services appear to be most speedily introduced. 

I t is not a l w a y s possible f o r specific per -
sonnel to h a v e the a d v a n t a g e of putt ing into 
practice the recommendat ions of a l i b r a r y 
survey . T h i s is undoubtedly a d i f ference be-
tween the l i b r a r y s u r v e y and the long- te rm 
m a n a g e m e n t analysis . T h e S t a n f o r d l i b r a r y 
survey , by L . R . W i l s o n and R . C . S w a n k , 
is an e x a m p l e of such a s ituation. L i b r a r i a n 
S w a n k has had the opportunity of tak ing each 
recommendat ion and w o r k i n g w i t h it in the 
development of the l i b r a r y ' s services. E l m e r 
M . G r i e d e r has w r i t t e n about some of the 
o r g a n i z a t i o n a l results in the J u l y , 1 9 5 2 , issue 
of College and Research Libraries, in an 
art ic le entit led " T h e R e o r g a n i z a t i o n of the 
S t a n f o r d U n i v e r s i t y L i b r a r i e s . " 

T w o of the most important s u r v e y s of 
l a r g e non-univers i ty l ibrar ies in recent y e a r s 

w h i c h w e r e mentioned ear l i e r w e r e those by 
J o e c k e l and his associates at the L i b r a r y of 
C o n g r e s s ( 1 9 3 9 ) and by M e t c a l f and his asso-
ciates at the A r m y M e d i c a l L i b r a r y ( 1 9 4 3 ) , 
n o w the A r m e d F o r c e s M e d i c a l L i b r a r y . A 
recent le t ter f r o m V e r n e r W . C l a p p , acting 
l i b r a r i a n of C o n g r e s s , points out that the 
J o e c k e l committee report m a r k e d the begin-
ning of a n e w era in processing in the L i b r a r y 
of C o n g r e s s , but that so many changes have 
been made since that t ime that it is pract ica l ly 
impossible to say h o w m a n y of them w e r e 
due to the C o m m i t t e e . O n e consul tant to the 
J o e c k e l team w a s appointed to the L i b r a r y 
of C o n g r e s s staff f o r a y e a r which fac i l i ta ted 
the considerat ion of the committee ' s recom-
mendat ions . 

T h e A r m e d F o r c e s M e d i c a l L i b r a r y re-
ports m o r e specif ical ly on the re lat ion of the 
survey to the reorganizat ion of the l i b r a r y 
as f o l l o w s : 

The Survey Committee lent the great 
weight of its prestige and authority and 
made it seem much easier to 

(1) convince the higher echelons holding 
the purse strings that action was neces-
sary; 

(2) gain the confidence and cooperation 
of the staff; 

(3) steel the souls of the top administra-
tive officers to go ahead with the enor-
mous task of the reorganization. 

The Survey Committee also pointed the 
direction in some specific ways. This was 
desirable, if only to illustrate the more gen-
eral charge. Some of the specific proposals 
were followed faithfully; others have been 
modified in the course of time and changing 
pressures, as one might expect. 

There is no doubt we have made great 
progress since the Survey, and that a large 
part of the progress has been expedited by 
the Survey findings. 

A f u r t h e r examinat ion of the reports of 
v a r i o u s members of the A r m e d F o r c e s M e d i -
cal L i b r a r y revea l s the implementat ion of 
specific recommendat ions . T h e art ic le by M . 
R u t h M a c D o n a l d in the J u n e , 1 9 5 3 , issue 
of the Journal of Cataloging and Classifica-
tion on " C a t a l o g i n g at the A r m e d F o r c e s 
M e d i c a l L i b r a r y , 1 9 4 5 - 1 9 5 2 , " points up in 
some detai l the important changes that have 
occurred. A s M i s s M a c D o n a l d o b s e r v e s : 

The survey recommendations on cataloging 
were based on a reassessment of the Library's 
mission at the end of its first one hundred 
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years, and the changes specified were not 
indictments of past activities but were due, 
rather, to a recognition of the Library's en-
larged responsibilities. 

I n most l i b r a r y s u r v e y s there is a continued 
interest in the inst itut ions by the s u r v e y o r s . 
I n the South C a r o l i n a survey , a m e m b e r of 
the staff w e n t back to the institution to help 
instal l the reclass i f icat ion pro ject . A s a resu l t 
of the C o r n e l l survey , correspondence w i t h 
s u r v e y o r s on v a r i o u s questions has continued 
even to the present day. I n the D a r t m o u t h 
survey , the consul tant w o r k e d closely w i t h 
the personnel in the development of v a r i o u s 
f o r m s f o r acquisit ions. 

W h a t about the f u t u r e of s u r v e y s ? U n -
doubtedly, l i b r a r y a d m i n i s t r a t o r s w i l l f a c e 
even g r e a t e r prob lems in the f u t u r e than they 
h a v e had in the past . T h e study of indiv idual 
l i b r a r y problems w i l l necessar i ly have to go 
on w i t h o u t end. T h e skil ls of m a n a g e m e n t 
analys is and scientif ic personnel admin i s t ra -

tion w i l l need to be ass imilated wi th in the 
g e n e r a l adminis t ra t ion of l ibrar ies and the 
p r o f e s s i o n a l t ra in ing of l ibrar ians . T h e v a r i -
ous cooperat ive u n d e r t a k i n g s ( a n d proposa l s 
f o r n e w ones) which the l i b r a r y pro fes s ion 
has had b e f o r e it f o r the last f e w y e a r s w i l l 
requ i re the earnest attention of all . Specia l i -
zat ion in collecting, in ter l ibrary centers , s tor-
age l ibrar ies , union cata logs , pr inted book 
cata logs , and other ins t ruments of cooperat ion 
— i f developed and e x p a n d e d — s h o u l d have 
definite e f fects upon the individual l i b r a r y 
s i tuat ion in m a n y of the problem a r e a s that 
have been discussed in this paper . Ef f ic iency 
in m a n a g e m e n t must be a constant concern 
in the indiv idual l i b r a r y , and the exper iments 
of any l i b r a r y should be encouraged. T h e r e 
is l itt le need to emphas ize the f a c t that imple-
mentat ion of recommendat ions is direct ly re-
la ted to the m o r a l e of the staff and the abil ity 
of the superv i sory personnel to plan and con-
trol the w o r k of the p r o g r a m . 

By T. D. MORRIS 

The Management Consultant in the Library1 

Mr. Morris is a member of the firm of 
management engineers, Cresap, McCormick 
and Paget, New York. 

CAN THE MANAGEMENT CONSULTANT ren-
der a genuine serv ice to l i b r a r i a n s ? 

T h i s is not a quest ion which the consul tant 
can a n s w e r in g e n e r a l te rms . I n f ac t , the 
w r i t e r ' s firm fee l s that this question cannot 
be a n s w e r e d w i t h a positive " y e s " or " n o " f o r 
any prospect ive client until the cl ient 's p rob-
lem is c lear ly defined and the object ives of 
the proposed study h a v e been establ ished. 
W h e n these determinat ions h a v e been made , 2 

it m a y then become apparent t h a t : 

—the library staff itself is best equipped to 
solve its problems; or that 

—a library specialist should be retained to 
conduct the study; or that 

—a management consultant is the proper 
vehicle for achieving the desired improve-

1 Developed from a slide presentation at the Eastern 
College Librarians Conference, Columbia University, 
November 28, 1953. 

2 The consultant is glad to aid in making these deter-
minations. 

ments—usually in collaboration with one 
or both of the first two approaches. 

H o w can the l i b r a r i a n determine w h e n and 
f o r w h a t purposes the m a n a g e m e n t consul tant 
should be retained ? T h e f o l l o w i n g comments 
prov ide b a c k g r o u n d i n f o r m a t i o n to assist " t h e 
l i b r a r i a n w i t h a m a n a g e m e n t p r o b l e m " in 
secur ing an a n s w e r to this question. T h r e e 
subjects a re e x p l o r e d : I . T h e R o l e of the 
C o n s u l t a n t in M a n a g e m e n t ; I I . T h e T e c h -
niques of M a n a g e m e n t C o n s u l t i n g ; I I I . T h e 
Appl ica t ion of C o n s u l t i n g T e c h n i q u e s to P r o -
fess iona l O r g a n i z a t i o n s such as l ibrar ies . 

/—The Role of the Consultant 
in Management 

H i s t o r i c a l l y , m a n a g e m e n t consult ing sprang 
f r o m the pioneering e f f o r t s of F r e d e r i c k W . 
T a y l o r , w h o , 70 y e a r s ago, evo lved and ap-
plied "sc ient i f ic m a n a g e m e n t techniques" to 
product ion operat ions . T a y l o r , w i t h r e m a r k -
able insight, defined scientific m a n a g e m e n t a s : 

— T h e development of a true science in the 
operation of an enterprise. 
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— T h e scientific selection of the workman. 
—His scientific education and development. 
—Intimate, friendly cooperation between the 

management and the men. 

W h i l e some of the ear ly successors to T a y l o r 
( the "eff ic iency e x p e r t s " ) lost sight of the a l l -
important h u m a n equation, present-day pract i -
t ioners have re turned to these principles. 
A b o v e al l else, today ' s pro fess iona l m a n a g e -
ment consultant is concerned wi th the best 
use of human resources through the appl ica-
tion of sk i l l fu l supervis ion, adequate incen-
tives and w o r k i n g conditions, and the n u m e r -
ous other f a c t o r s which mold a g roup of peo-
ple into a h a r m o n i o u s w o r k i n g team. 

T o define the role of the modern consultant , 
let us inquire into the types of services he 
p e r f o r m s , his personal character is t ics and 
the clients he is serv ing. 

A—Services Performed. Firms engaged in 
a g e n e r a l practice of m a n a g e m e n t consult ing 
conduct studies and render counsel in all or 
most of six basic f ields of m a n a g e m e n t : 

1. Executive Management—which is con-
cerned with over-all questions of organiza-
tion, policies, objectives and controls. This 
is the sphere of the top policy group (Board 
of Directors or Trustees) and the top 
executive staff (President, Director, Chan-
cellor or Librarian and the key department 
heads). 

2. Personnel Management—which embraces 
all of the aspects of human relations in 
any organization, including procurement 
of personnel, training, assignment, com-
pensation,. upgrading, employee welfare 
and benefit programs, etc. 

3. Consumer Relations Management (Sales 
Management)—which is that phase of 
managing an enterprise concerned with 
merchandising and distributing its prod-
ucts or services to its users. While such 
activities are most readily identified in 
profit-making enterprises, skillful presenta-
tion and distribution are essential ele-
ments in the management of any organiza-
tion which is dependent upon reaching an 
audience or clientele. The library has a 
substantial interest in consumer relations 
management. 

4. Office Management—which comprises the 
administrative and supporting clerical 
operations of an organization. The chief 
product of the office is "paper work"—rec-
ords, files, reports, correspondence, etc. 
Office management is thus concerned with 
the personnel, materials, methods and 
facilities (space, furniture, equipment) 

required to process the organization's ad-
ministrative work. Office management is a 
major part of library administration. 

5. Production and Plant Management—which 
refers to the "physical aspects" of an 
enterprise—the personnel, materials, meth-
ods and facilities required to manufacture 
a product as well as to maintain the physi-
cal plant and equipment. Production prob-
lems are most characteristic of manufactur-
ing organizations. However, a library 
requires a substantial physical plant and 
the librarian has an important interest in 
plant design, layout and maintenance, as 
well as in materials handling methods and 
devices. 

6. Financial Management—which comprises 
those policies and procedures by which an 
organization budgets and accounts for the 
use of its funds. This is, obviously, an 
indispensable phase of management in any 
organization, profit or non-profit. 

T h e typical consult ing ass ignment covers a 
combination of the above phases of m a n a g e -
ment. T h u s consult ing surveys are usua l l y 
conducted by teams chosen to provide the f u l l 
range of special ized knowledge required. 

B—Personal Characteristics of Manage-
ment Consultants. W h e n my f i rm added its 
hundredth staff m e m b e r recently, a study w a s 
made of the character i s t ics of the group . I t 
w a s found that al l w e r e college tra ined, al-
most half holding pos tgraduate degrees . 
T h r e e out of f o u r w e r e tra ined f o r a business 
career . Since g raduat ion , the a v e r a g e m e m -
ber of the g r o u p had had twenty y e a r s of pro-
gress ive ly success fu l w o r k i n g experience, and 
pr ior to enter ing consult ing had held f ive 
s ignif icant positions in severa l d i f fe rent or-
ganizat ions . Espec ia l l y s t r ik ing is the interest 
of the group in speaking, w r i t i n g or t e a c h i n g — 
indicating that " a d u l t educat ion" is a s t rong 
mot ivat ion among those w h o enter p r o f e s s i o n a l 
consult ing. 

T h e combined talents of the g roup cover 
the six f ields of m a n a g e m e n t described ear l ier , 
but f e w m e m b e r s a re special ized in a single 
f ield since the goal of the m a n a g e m e n t con-
sul tant is to become a w e l l - r o u n d e d genera l i s t . 

C—Clients Served. An analysis of the 
clients served by the w r i t e r ' s f i r m dur ing the 
past eight y e a r s revea ls that organ izat ions 
of al l types a re d r a w i n g upon consult ing 
services. A l m o s t half a re product ion enter-
prises ( including construction, m a n u f a c t u r i n g , 
mining, ref ining, publishing, ut i l i t ies ) . A n o t h e r 
20 per cent are service enterprises ( including 
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f inancial , retai l ing, t ransportat ion , r e c r e a t i o n ) . 
O v e r 3 0 per cent a re non-prof i t organizat ions 
( inc luding educat ional , re l ig ious, civic, char i -
table and g o v e r n m e n t a l ) . T h e s e o r g a n i z a -
tions d r a w upon the services of m a n a g e m e n t 
consultants f o r reasons such as the f o l l o w i n g : 

1. The Need For Specialized Knowledge— 
Not Readily Available In The Organiza-
tion 
There is a shortage of executives and 
technicians in our nation's organizations 
who have "time to spare" for critical, 
painstaking self-analysis. Consulting firms 
represent a reservoir of trained executives 
and technicians with "time to sell." 

2. The Need For Objectivity 
This frequently is of greater importance 
than the first reason. Established organi-
zations, like family units, often find it 
difficult to make an impersonal and realistic 
appraisal of internal strengths and weak-
nesses. 

3. The Desire To Have A "Fresh Look" 
Progressive managements are ever alert 
to the need for breaking through the bar-
riers of habit and tradition. Outsiders 
with comparative knowledge of manage-
ment practices can concentrate on con-
ceiving new approaches to old problems, 
free from the restraints of past policies 
and practices. 

II—The Techniques of Management 
Consulting 

O r g a n i z a t i o n s retain consultants f o r their 
k n o w l e d g e and exper ience either in a par t i cu-
l a r sub ject f ield or in a p a r t i c u l a r phase of 
m a n a g e m e n t . B u t it is not k n o w l e d g e alone 
which m a k e s the consul tant of va lue , since 
there a re execut ives in every o rgan iza t ion w h o 
possess a k n o w l e d g e of their business f a r be-
yond that of the a v e r a g e consultant . T h e 
proven consul tant has one abil ity which is 
r a r e . . . this is the abil i ty TO ANALYZE MAN-
AGEMENT PROBLEMS. 

I n principle this is a s imple abil i ty . I n prac-
tice w e have not l ea rned h o w this abil ity is 
acquired or h o w it can be taught . A t best 
w e can describe the steps which the ana lyt ica l 
mind employs . 

F i r s t , a w o r d about the phi losophy of the 
m a n a g e m e n t consultant . I n simple te rms 
the consul tant ' s a im is to solve prob lems 
which are wi th in his competence or to help 
m a n a g e m e n t f ind the means of solv ing prob-
lems which are beyond the technical compe-
tence of both. T h e consul tant is concerned 

w i t h three c r i te r ia in designing a s a t i s f a c t o r y 
so lut ion : w o r k a b i l i t y , t imeliness and accepta-
bility. T h e f i r s t cr i ter ion means that the 
consul tant must va l ida te the feas ib i l i ty of 
his ideas by sufficient test ev idence ; o therwise 
he w i l l be present ing exper imenta l ideas which 
the client must va l idate . T h e second cr i ter ion 
requi res the consultant to complete his w o r k 
wi th in the c a l e n d a r and m a n - d a y " b u d g e t " 
a r r a n g e d w i t h his client, and that he deal 
in solut ions which can be e f fec tuated quickly 
enough to sustain the cl ient 's interest in the 
change. I n some s i tuat ions the client m a y 
h a v e the patience to digest changes extending 
over s e v e r a l y e a r s ( l o n g - r a n g e improve-
m e n t s ) ; in other cases the client m a y insist 
that results be produced immediate ly , or con-
current ly w i t h the f indings of the survey . 
T h e third cr i ter ion st ipulates that solutions 
m u s t be unders tood and adopted by m a n a g e -
ment (present or f u t u r e ) . T h u s the consult-
ant ' s abil ity to present , expla in and d e f e n d 
his ideas is j u s t as impor tant as his abil ity to 
develop w o r k a b l e and t imely ideas. 

T h e m a n a g e m e n t consul tant applies this 
philosophy through the sys temat ic appl ica-
tion of principles long recognized by the 
engineer and the scientist. C a r e f u l scrut iny 
of the m a n a g e m e n t consul tant revea l s that 
his " w o r k cyc le " consists of the f o l l o w i n g f o u r 
phases ( i l lus t ra ted in the exh ib i t ) . 

1. Research Phase. This first phase of a 
management survey involves careful pre-
planning of the study, followed by pains-
taking fact gathering. Between one-half 
and two-thirds of the time spent in con-
ducting a management survey is spent in 
the research phase. It is rare, in fact, that 
the consultant is able to spend enough time 
in research to exhaust the subject (or 
fully to quench his thirst for factual knowl-
edge) . As a consequence, most manage-
ment research is a selective process of 
exploring, in priority order, the various 
elements of the problem under study. 

2. Analysis Phase. Facts are but the raw ma-
terial of the management survey. Analy-
sis is the application of the creative skill 
of the management consultant. The proc-
ess of analysis consists of six steps por-
trayed in the exhibit: ( i ) precise definition 
of the problem under analysis, (ii) de-
termination (from the facts) of the causes 
of the problem, (iii) establishment of the 
objectives—i.e., specifications—of a satis-
factory solution, ( iv) development of the 
solution in principle—i.e., in broad outline, 
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THE FOUR P H A S E S OF MANAGEMENT P L A N N I N G 
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( v ) confirmation of the acceptability of the 
solution in principle with the client, and 
finally (v i ) design of the solution in detail. 

3. Presentation. This is the stage which 
brings the end product of the management 
survey into being. The presentation in-
volves not only the submission of a re-
port (visual or written) but the explana-
tion and defense of the findings to the 
client's organization. 

4. Installation and Folloiv-up. The extent 
of the consultant's participation in the 
fourth phase is dependent upon the client's 
desire for continued assistance in the im-
plementation of the proposals. Whether 
he administers the installation or not, the 
consultant keeps in touch with the progress 
of the installation in order to counsel upon 
the inevitable adjustments required to 
introduce a new management program. 

A success fu l m a n a g e m e n t s u r v e y cannot be 
a one-sided e f f o r t by the consultant . T h e 
client must not only cooperate w i t h the con-
s u l t a n t ; he must act ively co l laborate if he 
is to secure f u l l and last ing benefits f r o m the 

undertak ing . E x a m p l e s of the client's p a r ' 
in each phase of a m a n a g e m e n t survey a re as 
f o l l o w s : 

C l i e n t Par t i c ipat ion 
In The Research Phase 

—Prepare the organization for the study by 
appropriate announcements and the display 
of interest and confidence in the survey. 

—Review the plan of study with the consult-
ing team and acquaint the organization 
with the fact finding process and schedule. 

—Provide all practical assistance to the con-
sulting team in fact gathering. It is fre-
quently desirable for a member of the 
client organization to participate in the 
survey. 

C l i e n t Par t i c ipat ion 
In The Analysis Phase 

—Meet with the consulting team periodically 
to discuss the validity of findings and alter-
native courses of action. 

—Keep an open and experimental point of 
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—Begin to "condition" the organization to 
the possible courses of action which will 
be recommended by the survey. 

C l i e n t Par t i c ipa t ion 
In The Presentation Phase 

A s quickly as possible, br ing the key m e m -
bers of the organ iza t ion into f u l l part ic ipat ion 
in the r e v i e w and discussion of the survey re-
port . T h i s f r e q u e n t l y involves the appoint-
ment of task g r o u p s to ana lyze the report and 
develop proposed plans of action. C a r e must 
be exercised to avoid unnecessary time being 
devoted to this phase, since it is easy f o r a 
s u r v e y report to be " t a l k e d to d e a t h . " 

C l i e n t Par t i c ipa t ion 
In The Installation Phase 

T h i s is n o r m a l l y the responsibi l i ty of the 
client organ iza t ion , w i t h the advice and en-
c o u r a g e m e n t of the consultant . W h e n the 
consul tant is reta ined to m a n a g e the insta l la -
tion, he becomes in l a r g e m e a s u r e a p a r t of 
the cl ient 's o rgan iza t ion . 

Ill—Application of Consulting Techniques 
to Professional Activities Such as Those 
Performed by Libraries and Educational 
Organizations Generally 

T h e w r i t e r ' s f i r m has p e r f o r m e d studies 
f o r a l a r g e n u m b e r of inst i tut ional o r g a n i z a -
tions. T h e s e pro jec ts h a v e ranged in d u r a -
tion f r o m a f e w w e e k s to m o r e than a y e a r . 
A r e v i e w of the benefits der ived by these 
clients indicates that the consul tant ' s contr ibu-
tion m a y resul t f r o m three d i f f e r e n t c i rcum-
stances : 

1. Specialized Knowledge and Skill. This 
type of contribution occurs when the con-
sultant is qualified by reason of ( i ) 
specialized knowledge of the subject, and/ 
or (2) specialized skill and objectivity in 
analysis. 

2. Ability to Correlate Ideas of Others. Here 
the consultant's contribution lies in formu-
lating definite plans of action by drawing 
upon the ideas of client personnel, as well 
as his own. 

3. Ability to Secure Agreement On Broad 
Principles and Objectives. When the 
issues are concerned primarily with judg-
ment and opinion, the consultant's contri-
bution is to secure agreement on broad 
principles and objectives in order to 
stimulate action by those who are responsi-
ble for the policy management of the or-
ganization and its program. 

T h e r e a d e r should r e r e a d the above state-
ments so as to unders tand the f a c t that con-
sul tants a re not substitutes f o r e f fect ive m a n -
agement , but r a t h e r a means of supplementing 
m a n a g e m e n t in the analys is of its problems. 
T h e degree and scope of the consultant ' s 
contr ibution v a r i e s f r o m organ iza t ion to or -
ganizat ion , and f r o m subject to subject . 
K e e p i n g this f a c t in mind, the reader m a y be 
interested in the f o l l o w i n g examples of sub-
jects which have been studied by m a n a g e m e n t 
consultants in l ib rar ies and educat ional or -
gan izat ions genera l l y . 

Examples of General Management Studies 
1. Evaluation of the role of the trustees and 

top policy officials. 
2. Evaluation of basic departmental organiza-

tion to secure best balance in distribution 
of responsibility and best use of the capa-
bilities of key personnel. 

3. Development of long-term plans to increase 
the administrative competence of super-
visors and prospective supervisors. 

4. Securing of agreement on fundamental 
objectives and policies. 

Examples of Personnel Management Studies 
1. Application of job analysis to identify pro-

fessional versus nonprofessional work con-
tent, and to propose ways of securing 
greater utilization of professional skills. 

2. W a g e and salary administration practices. 
3. Performance evaluation techniques. 
4. Recruitment and training plans for pro-

fessional and nonprofessional staff. 

Examples of Office Management Studies 
1. Analyses leading to simplification of work 

methods; introduction of laborsaving de-
vices; improvement in furnishings, layout 
and physical factors. 

2. Work measurement to improve control of 
clerical costs. 

3. Work planning and scheduling to improve 
control over professional costs. 

4. Improvement of inspection, revision and 
quality controls. 

Examples of Production and 
Plant Management Studies 

1. Studies of materials handling and storage 
practices. 

2. Studies of plant maintenance procedures, 
programs and cost controls. 

3. Studies of building layout and space utili-
zation. 
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Examples of Consumer Relations 
Management Studies 

1. Development of more effective techniques 
for the presentation of materials and 
services to the user. 

2. Studies of clientele served and the nature 
of current demand for services. 

3. Forecasts of prospective clientele and na-
ture of future demand. 

Examples of Financial Management Studies 
1. Development of budgetary techniques to 

relate proposed and actual expenditures to 
program performance. 

2. Cost accounting analyses of revenue-pro-
ducing services to establish an accurate 
basis for fees. 

3. Development or refinement of chart of 
accounts. 

W h e n a m a n a g e m e n t survey is made p r i m a r i l y 
f o r the l i b r a r i a n or a single m a j o r department 
of an institution, the f u l l focus of the 
analysis is brought to bear on m a t t e r s of 
g rea tes t interest to these off icers. T h e f o l l o w -
ing a re typical m a t t e r s of g rea tes t i m p o r t : 

—Studies of the basic organization structure, 
and evaluation of the performance and 
potentiality of key personnel. 

—Studies of detailed work methods and 
procedures, especially in departments hav-
ing the largest numbers of personnel. 

—Studies of personnel utilization, both pro-
fessional and clerical. 

—Studies of layout, furnishings and equip-
ment. 

—Studies of clientele and type of demand. 

W h e n it is but one component of an educa-
t ional institution which is being studied as a 
whole , the l i b r a r y is v i e w e d p r i m a r i l y as it 
fits into the over -a l l organizat ion and p r o f e s -
sional p r o g r a m of the institution. I n t e r n a l 
operat ions of each depar tment are audited 
in o r d e r to ident i fy m a j o r opportunit ies f o r 
improved p e r f o r m a n c e . P r i m a r y questions 
considered include ( 1 ) size and cost in re la -
tion to the o v e r - a l l organizat ion , ( 2 ) adequacy 
of organizat ion and m a n a g e m e n t in relat ion to 
the over -a l l organizat ion , ( 3 ) principal needs 
f o r improvement , ( 4 ) principal opportunit ies 
f o r reduction in cost, ( 5 ) respects in which 
the l i b r a r y should be subject to controls and 

services in common wi th other d e p a r t m e n t s — 
p a r t i c u l a r l y on mat ter s of budget and per-
sonnel. 

M a n a g e m e n t studies may be under taken 
f o r a g roup of cooperat ing l ibrar ies . T h e 
object ives here may include the f r a m i n g of 
plans f o r the shar ing of holdings, faci l i t ies and 
services. A n o t h e r important object ive m a y 
be the establ ishment of u n i f o r m accounting 
and stat ist ical report ing pract ices to fac i l i ta te 
p e r f o r m a n c e and w o r k l o a d comparisons . 

SUMMARY 

The Role of The Consultant in Management 

T h e m a n a g e m e n t consultant ' s v a l u e to any 
organizat ion lies in the f a c t ( 1 ) that he is 
a trained analyst w i t h var i ed experience, ( 2 ) 
that he has the time and opportunity to per-
f o r m a systematic job of m a n a g e m e n t re-
search, and ( 3 ) that he is objective. 

The Techniques of Management Analysis 

T h e techniques of the m a n a g e m e n t con-
su l tant are i l lustrated by the systemat ic pro-
cedure f o l l o w e d by the t ra ined a n a l y s t : ( 1 ) 
precise definition of the problem, ( 2 ) precise 
determinat ion of the causes of the problem, 
( 3 ) f o r m u l a t i o n of at ta inable object ives f o r 
an acceptable solution, ( 4 ) development of the 
solution in principle, ( 5 ) conf i rmat ion of the 
solution in principle w i t h the client, ( 6 ) de-
sign of the solution in detai l . 

H i g h e s t results a re achieved w h e n the 
client p lays his par t throughout al l phases of 
the survey . 

Application of Consulting Techniques 
to Professional Organizations 

In l ibrar ies and other pro fess iona l o rgan i -
zat ions there are respects in which the con-
sul tant makes a contribution due to his special-
ized knowledge , analyt ica l skill , and objec-
tivity. T h e r e a re respects in which his contr i -
bution is to cor re la te the ideas f o u n d in the 
client organizat ion w i t h his o w n and to 
f o r m u l a t e definite plans of action. F i n a l l y , 
there a re respects in which the consultant ' s 
contr ibution is to secure agreement on broad 
principles and object ives in order to s t imulate 
action by those w h o s e pro fess iona l j u d g m e n t is 
the key to the solution of problems. 
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By ROBERT E. KINGERY 

What Happens When the Management Engineers Leave? 

Mr. Kingery is chief, preparation division, 
New York Public Library. 

OBVIOUSLY, the possibil it ies a r e t w o : 
nothing, or something. W h i l e there is 

g r e a t temptat ion to discuss the specific appli-
cat ions of the principles and procedures M r . 
M o r r i s so v iv id ly exposed, or to consider 
again the body of excit ing t h e o r y 1 behind the 
seventy- f ive recommendat ions he and his staff 
developed f o r the P r e p a r a t i o n Div i s ion of the 
R e f e r e n c e D e p a r t m e n t of T h e N e w Y o r k 
P u b l i c L i b r a r y , I had best s tay w i t h my 
or ig ina l ass ignment which I unders tand to be 
" H o w to m a k e something happen w h e n the 
m a n a g e m e n t engineers l e a v e . " 

C u s t o m a r i l y , such gent lemen leave behind a 
report , w h i c h in o u r case runs to s e v e r a l 
hundred pages and w a s m a d e to the D i r e c t o r 
of T h e N e w Y o r k P u b l i c L i b r a r y on A u g u s t 
22 , 1 9 5 1 . 2 T h u s , our initial problem w a s to 
secure admin i s t ra t i ve acceptance of the re-
port . F u n d a m e n t a l to M r . M o r r i s ' method is 
his insistence upon the part ic ipat ion of the 
staff of the organ iza t ion being surveyed in the 
survey , i tsel f . T h i s part ic ipat ion w a s con-
tinued by o u r D i r e c t o r , R a l p h A . B e a l s , in 
the process of adminis t ra t ive examinat ion of 
the R e p o r t . 

T h e D i r e c t o r author ized the re lease of 
the R e p o r t to the g e n e r a l and unit super -
v isors of the P r e p a r a t i o n D i v i s i o n immedi-
ately upon his receipt of it. F o r a three-
w e e k period it w a s read, s tudied and discussed 
i n f o r m a l l y by this g roup . B e c a u s e of the in-
v o l v e m e n t of these people in the survey , much 
of the R e p o r t itself w a s a l r e a d y f a m i l i a r to 
them and in m a n y instances ref lected their 
o w n suggest ions . 

O n September 1 3 , M r . B e a l s cal led the 
g e n e r a l and unit superv i sors of the P r e p a r a -
tion D i v i s i o n together and asked each one to 
comment o n : 

1 Cf. Kingery, Robert E., " A Management Engineering 
Look at Cataloging." College and Research Libraries, 
14:52-56, Jan., 1953. 

2 Cf. Cresap, McCormick and Paget, The New York 
Public Library Survey of Preparation Procedures, Ref-
erence Department. [New York, 1951] n.p. 

x. The adequacy of the fact-finding on which 
the Report was based. 

2. Their own reactions to the general recom-
mendations made in the Report. 

3. Their guess as to the probable reaction 
of the division staff as a whole to the 
recommendations of the Report. 

T h e r e w e r e , of course , some reservat ions . 
H o w e v e r , the g roup f o u n d the f ac t - f ind ing 
adequate , agreed that al l the recommendat ions 
deserved c a r e f u l considerat ion, and fe l t that 
the m a j o r i t y of the staff w o u l d react f a v o r a -
bly. A c c o r d i n g l y , the D i r e c t o r author ized the 
re lease of the report to the staf f as a w h o l e . 

B e g i n n i n g w i t h September 14 , r ank ing as-
s istants next to the unit superv i sors w e r e 
assigned the reading of the reports as a w h o l e 
dur ing w o r k i n g hours . O t h e r m e m b e r s of 
the staf f w e r e g iven t ime to read as much of 
the report as they wished , and as rapidly as 
copies could be m a d e ava i lab le . 

H a v i n g secured the initial adminis t ra t ive 
acceptance of the report , subject to subsequent 
examinat ion of specific recommendat ions , our 
next task w a s to secure thorough, reasoned 
considerat ion of each of the R e p o r t ' s seventy-
f ive recommendat ions . F r o m September 1 9 
through O c t o b e r 19 , b i -week ly meet ings of 
the superv i sory g r o u p including rank ing as-
s istants w e r e held and each of the recom-
mendat ions and the plan of instal lat ion, 
included in the R e p o r t , w e r e discussed. 
M a n y of the recommendat ions w e r e enthusi-
ast ica l ly endorsed w i t h o u t much discussion. 
I n other instances, the init ial react ion w a s 
emot ional and sometimes impatient . W h e n 
this happened, the g r o u p s imply moved on to 
the next recommendat ion , w i t h h o l d i n g f inal 
opinion. O n c e the recommendat ions and plan 
of insta l lat ion had been considered, the g roup 
back- t racked and reconsidered those upon 
which w e had bogged d o w n the f i r s t t ime 
through . B e c a u s e the w h o l e p icture w a s 
c l earer on the second go round, m o r e of the 
recommendat ions w e r e endorsed so that at 
this point, the score stood s i x t y - t w o accepted, 
f o u r re jected and nine held f o r f u t u r e con-
s iderat ion. O f those accepted, some u n d e r -
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w e n t immediate revision, and all w e r e con-
s iderably e lucidated in te rms of w h a t they 
meant in policy and p r o c e d u r a l changes. 

A t this point, the superv i sory g roup had 
had f u l l opportunity to become f a m i l i a r in de-
ta i l w i t h and to react in a reasoned w a y to 
each of the recommendat ions . Accord ing ly , 
each superv i sor w a s asked to prepare a w r i t -
ten report on his react ions to the survey . 
T h e s e reports w e r e l a t e r f o r w a r d e d to the 
director as evidence of genera l superv isory 
support . 

M e a n w h i l e , the non-superv i sory staff had 
access to the R e p o r t . D u r i n g the w e e k of 
O c t o b e r 23 , the division chief met w i t h the 
entire staff of the P r e p a r a t i o n Div i s ion in 
eight appropr iate g roups to discuss the basic 
theory behind the v a r i o u s recommendat ions , 
to c l a r i f y misconceptions as to w h a t the R e -
port ' s recommendat ions rea l ly w e r e , and to 
a n s w e r questions. W h i l e , as anticipated by 
the superv isors , the genera l react ion w a s 
highly f a v o r a b l e , many members w e r e con-
cerned w i t h the e f fect of a subsequent reor -
ganizat ion on their o w n jobs . F r a n k n e s s w a s 
the only possibil ity. T h e y w e r e assured that 
w h i l e nobody at this point could anticipate 
such effect , s impli f ication of specific tasks 
w o u l d lead to ass ignment to n e w tasks appro-
pr iate to their abilities. 

D u r i n g the period of the superv i sory meet-
ings on the survey , minutes w e r e taken and 
c i rculated to the w h o l e staff as w e l l as to the 
director of the l i b r a r y and the chief of the 
R e f e r e n c e D e p a r t m e n t . 

O n N o v e m b e r 7, the chief of the P r e p a r a -
tion Div i s ion m a d e a detai led report on w h a t 
had been done up to this point. T h i s report 
said in s u m m a r y , " T h e att i tude of the staff 
of the P r e p a r a t i o n Div i s ion t o w a r d the C M P 
( C r e s a p , M c C o r m i c k and P a g e t ) report is 
genera l l y enthusiast ic against a rea l izat ion 
that the report is a blueprint , subject to neces-
sary a l terat ion as f u r t h e r experience and 
thought m a y indicate, as to f inal f o r m of 
organizat ion , specific procedures , and t iming . " 

M e a n w h i l e , the chief of the R e f e r e n c e D e -
p a r t m e n t had c i rculated the R e p o r t to the 
v a r i o u s division chiefs and their s ta f f s . L a t e 
in N o v e m b e r , the chief of the P r e p a r a t i o n 
Div i s ion w a s given the opportunity to present 
the m a j o r recommendat ions in a division 
chie fs ' meet ing and to a n s w e r specific ques-
tions. A g a i n , the genera l reaction w a s f a v o r -
able. S h o r t l y t h e r e a f t e r , the director pre-
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sented the R e p o r t to the T r u s t e e s , indicated 
that the division's staff recommended its ac-
ceptance and requested author i ty to proceed 
to implement such recommendat ions as the 
staff f e l t could be undertaken . T h i s author i ty 
w a s given so that f inal adminis t ra t ive accept-
ance w a s achieved. B e c a u s e of the emphasis 
on staff part ic ipat ion, the v a r i o u s s tages of 
adminis t ra t ive acceptance and staff e x a m i n a -
tion w e r e l a r g e l y concurrent . 

T h e r e is no necessity f o r going into the 
technical detai ls of the implementat ion of the 
v a r i o u s recommendat ions . M u c h of it w o u l d 
not be of interest . R a t h e r , I w i l l discuss 
brief ly some of the things w e fee l w e have 
l earned in our reorganizat ion , things that 
seem v e r y obvious n o w . 

I must f i rst report disi l lusionment. D u r i n g 
the survey , w h e n many of us spent long hours 
on it, w e looked f o r w a r d to that happy day 
w h e n l i f e w o u l d be n o r m a l again. W e rea l ize 
n o w that l i f e never w i l l be " n o r m a l . " F o r it 
appears that one resul t of a success fu l survey 
is the recharg ing of the batter ies of those s u r -
veyed, so that it seems certain as the days pass 
and add into years , this cr i t ical s e l f - e x a m i n a -
tion by ourse lves w i l l never end. T h i s , not 
any one or al l of the seventy- f ive r e c o m m e n d a -
tions, is the important resu l t of w h a t M r . 
M o r r i s and his staff did w i t h us, and ult i -
mate ly to us. 

W e hear much of the importance of com-
municat ion " u p " and " d o w n " these days. R e -
organizat ion makes communicat ion even m o r e 
important . A s w e developed and instal led 
n e w procedures , it w a s necessary to put them 
in wr i t ing , to explain them in meetings, to 
w a t c h them c a r e f u l l y dur ing their initial use, 
and then to revise them. 

The need for revision arises out of several 
factors: 
a. In a sense, a survey is done in a vacuum 

in that as recommendations are built one 
upon another, the movement is away from 
the known, present organization and opera-
tion into the increasingly unknown and 
theoretical. 

b. Accordingly, new procedures were also 
thought through in a vacuum, and while 
we attempted to bring our full collective 
knowledge to bear, we were never suc-
cessful in developing a perfect, final pro-
cedure until we had tried it out. 

c. As more and more new procedures are 
installed, they have impact on each other, 
so that the new procedures as a body 
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undergo revision from time to time, and 
still do. 

O n e reason f o r the s u r v e y w a s the l a r g e 
and g r o w i n g backlogs of m a t e r i a l in v a r i o u s 
stages of process. A s n e w procedures w e r e 
instal led f o r c u r r e n t m a t e r i a l , w e still had 
on hand the backlogs par t ly handled under 
old methods. T h e result of this w a s to create 
a double operat ion w h e r e some m a t e r i a l w a s 
handled under n e w methods and other m a -
ter ia l under the old. I n the l a t e r stages , 
w h e n m o r e of the n e w procedures w e r e de-
veloped, w e discovered that , in m a n y in-
stances, it w a s s impler to d i s r e g a r d the w o r k 
a l r e a d y done and to handle back log m a t e r i a l 
as if it w e r e being c u r r e n t l y received. T h i s 
took courage . 

S e v e r a l f a c t o r s appear to influence the 
speed of i m p l e m e n t a t i o n : 

a. Where procedures being changed are long-
standing (in this instance, some had been 
in effect for ten to twenty years or more) 
and the staff members have been fol low-
ing them for comparable periods, train-
ing in the new procedures is complicated 
by the need to untrain. Often, new staff 
members can learn new procedures in a 
shorter time than those familiar with the 
old ways of doing things. Understanding 
of this problem removes the danger of 
impatience. 

b. The number of new procedures that can 
be developed within a period of time is 
limited because of the pressure of current 
work, the limited amount of creative 
thought and energy available to most of 
us within a span of time, the difficulty 
of arranging for staff members to have 
the necessary "peace of mind" to do it, 
and the importance of not having the 
whole organization in a state of flux at 
the same time. 

T h e r e is no rule of thumb I can give you on 
this. I do k n o w that the tempo of r e o r g a n i z a -
tion has much to do w i t h the temper of it. 
T h e head of the operat ion must be constantly 

on the w a t c h f o r signs of tension. Spaced 
change w i t h periods of absorpt ion of the 
change and recuperat ion f r o m change is indi-
cated. B y consensus, our superv i sory g roup 
w o u l d f r e q u e n t l y conclude that w e had had 
enough f o r the present . 

T h e problems of communicat ion, t ra ining 
and rate of change can be eased if c a r e f u l 
attention is g iven to using the f u l l ava i lab le 
exper ience of the staf f in developing n e w 
r o u t i n e s — " p a r t i c i p a t i o n " in short . F e w w i l l 
a r g u e the necessity f o r it, certa inly f e w e r still 
w i l l a r g u e that it is easy to achieve. M r . 
M o r r i s and his staff launched part ic ipat ion 
f o r us, and it w a s thus easy to continue to 
involve those most concerned in the v a r i o u s 
s tages of our reorgan izat ion . O n e benefit not 
anticipated by us w a s the e f fect part ic ipat ion 
has in ra is ing the level of p e r f o r m a n c e of the 
part ic ipated staff m e m b e r . T h e r e is a con-
s iderable temptat ion that no admin i s t ra tor or 
superv i sor can completely resist to be too 
conscious of the passing of days and months . 
In these, our f inal s tages of m a j o r r e o r g a n i z a -
tion, w e see c lear ly that the surest w a y to 
move s l o w l y is not to t r a v e l too f a s t . 

T h e s e then, a re some of the things w e have 
learned, and one most impor tant t h i n g — t h a t 
w e w i l l go on learn ing together . 

F i n a l l y , there seems to be much discussion 
on the place of the m a n a g e m e n t engineer in 
l ibrar ies . Should w e l ib ra r ians c a r r y on such 
examinat ions or should w e go outside the 
p r o f e s s i o n ? In our survey , w e had the help-
f u l part ic ipat ion and advice of the s t a f f s at 
the L i b r a r y of C o n g r e s s , H a r v a r d and Y a l e . 
A m o n g our o w n s ta f f , w e had substant ia l 
competence in the technical aspects of ca ta log-
ing. M r . M o r r i s and his staff g a v e the 
cata lyst , the competence of the m a n a g e m e n t 
engineer . P e r h a p s the important thing n o w 
is not to a r g u e about w h o is going to solve 
our problems, but r a t h e r to br ing to bear on 
those problems the necessary insights to solve 
them, w h e r e v e r they m a y be found, in or out 
of this pro fess ion or that one. 
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