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CHAPTER I

PURFOSE AND PLAN OF THE STUDY

Introduction

The relationshlp of the 1ndividual to scciety, cne
of the fuudamental concerns of soclology, can be studied
profitably by the analysls of oscupational roles. Such
investigations further our understending of the structure
and dynamlcs of werk ltselfl and of seclal status, for the
individual’s status in soclaty is 1n§reasingly detormined
by his place in the labor force.l Among the many occu-
yationz of modern industrial soclety, the professions,
some tradltional and some new or emergent, have developed
their own lanportance and special functions. *FProfessional
mctlvity,” says Greenwood, “1is coming te play a predemlnant
role in the life patterns of increasimg numbers of both
pexes. "2 Indeed, in many reapects a profession can be

deseribed as a kind of community with 1te own structure

lEverett Cherrington Hughes, "The Study of Occue
pations," in Sociology Today, ed. by Robert K. Merton et
&1, (New Yorky Basic Books, 1959}, p. 443.

2Ernest Greenwood, "Attributes of a Profession,”
in Man, Work, and Soclety, ed. by Sigmund Nosow and William
H. Form Tew York: Basic Books, 1962), p. 206.




and functions.” Professlonal affiliation with the asso-
olated rightz and obligations is, then, of parsmount
importanss in one's status and role in soclety,

This study 13 concerned with an cccupational role
that 15 centuries old but nevertheless is presently in the
process of deflning standards and functions for both its
incumbents and its clientele, The study proposes to
deascribe and analyze the roles of the public library
executive in his relationshlps with groups and sgencies
external to the library.

Of speclal soclological interest 1n this instance is
the behavior of & professicnal within a bureaucracy. The
common and differential values expressed by an afflllated
profession and bureaucracy are of central. lmportance in
understanding the overagll conflguration of American soclety
and modern socleties in general.“ The public 1ibrary is
a relevant and amenable subjJect for sociological study.

. It is a discernible, formally orgsnized, and chartered
social agency, and its professionsl executlves are readlly

identifladble.

1lltam J. Goode, =Community within a Community,"
_Amerjcan Socliologlcal Review, XXII, no. 2 (April, 1957),
~195fT.

bHobert C. Stone, “Tha Soclology of Bureaucraey and

the Professicons,” ln Contemporary Soc¢lelogy, ed. bty Joseph
S. Roucek (New York: Philosophical Library, 1958}, p.

493.
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While the publlo library is i1tself bureaucratic in
nature, 1ts relatlonships with the larger bureaucracy of
the oity or county government are not clearly "bursatie
eratio®. That 1s, the hierarchy of authority withln the
local government 1a8 lnconsistently and often indirectly
related to the public library. Tha board of trusteeg
acts as a medlator and often as an independent gource of
primary authority over the library. Honetheless, the public

- 1library admlnistrator, acting in this general framework

aor system of bureaucracies. faces certaln standards or
norre delineated by his profession and a different set of

. apar.. .3 behavioral expectations arlsging from his inter-
act 1 with governing officlals with whonr he must work in
ord r to mwalntaln and develop the goals of hils organization.
The major sources of stress in this exscutive's role seem
to arise from the differential values and expectations of
hig professlion and the governmental bureauecracy,

Tha task of thla atudy ls as lollows:

1. 7To describe the development and formal structural
features of llbrariasnship, presenting & case=-study of the
public library and 1ts chlef admlnistretor as a professional
in e buréﬁacrstic structure,

. 2. To identify the norms and attitudes of a panel
of public library executlves 1lm order to determine their
roles and the varlous means by which tha differential ex-

pectatlons of the profession and the local governmgnt are
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resolved through negotiation and bargaining by the admin-

:  1strator.

Tha results of the investigation should enlighten us
rnfther about the general problems of structured role .
strain pecullar to the special occupations we call profeg-
slona in their behavior as part of a bureapcracy as well
a8 clarifying the particular problems for the library admin-
tstrator within this setting. Suoch informatlion may assist . ..
to the end of providing more effective library administration

and better education for adminlstration.

Coenceptual Orientatlon of the Study

The basic unlt of thls study 1s the role of the
1ibrary executive, While there iz considerable varlation
. among authorlities about the nature and definition of roles,
Caplow has described sz common core of three elements:
roles are assoclated with organizatlonal positions, they
have “somethlngz to do with the tension between expected
- and obgerved behavior,” and they are involved in interw
. aetion.S The role of tha llbrary exacutive is one position
with a partievlar gset of expectaticn=z and atritudss in ihs
library crganization. FPor librarlans there are shared
expectations derived from the profession and othars derived

from the larger bureesucracy of the community government

Stheodore Caplow, Prinéiples of Organization {New
York: Hercourt, Brace, and world, Inc,, 1904), pp. 76=

77,




with whose members they interact. Tha position of the
library executive includes, then, oubepets of expsctations
for and attitudes about the single pogition he occuples.
To the extent that these expectatlions have sanctions they
¢an be conasidered norms in that they are behavioral
diractives. Attitudes, however, may simply reflect ideal
or rationalized behavior and may have little effect on
interactlon. Of further interest 1s the consensus ameng
librarlens concerning thelr norms or expectationa.
More speciflcally, the role of the library executive

may be viewed as conslsting of three major parts, (1)
managing the internal operations of his organlzation, (2)
promwoting of the organization, pushing for the attainment
of established as well az new geals, and (3} educating -
disseminating idees and information in accordance with
‘ the basic ldeals and norms of his occupation and oréani-
zation. While considerable attention has been given to
the library adminlstrative role as a manager of internal
affairs of the library, little attention has been given to
his role in relatlon o the outside world. The foczus of
this study 18 on the latter two parts of his role, as
promoter and as educator, for these mest clearly bring
him into contact with other organlzatlions and have had far
less conslderation than the problems of internal
management, .

- Role stress refers to the felt or perceived conflict

of expectations within a rele, It is essumed that the
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incumbent of a posltion tends to sustain tenslon when the
norws of one group of which he 18 a member are not con-
sistent with thosa of anothar group, and that “there tends
to be a strain toward conslstency or ad jusiment” between
the varlous sets of norms.® Chester Barnard's classis
Fupctions of the Executive notes that this conflict of
vodes of behavior may be of thres kindar (1) "A kXind of
paralysle of action - imdecisiveness. , . , (2) conformence
t¢ one ¢ode and violatien of another. ., . , (3) & sub-
stitute action (which) satiafies immediate desire. . . or
the dictates of ons code and yeb conforms to all other
codes.”? The latter alternatlve requires a creative solu-
tion, pursulng a course of action that in =soms measure
attains the goals of the orgenization but dees not unduly
violate the nerms of conflicting lnterests, in this in-
stance, the profession and the governing authority.

It iz ilmportant to note that these concepts are used
primarily in their structural sense. Roles, role stress,
and erpectations or norms as used in this asnalysis are
viewed In terms of what the incumbents zay they do or

ghould do, both 1in tha llterature and in the interviews.

GPrederick L. Bates, "Fesition, Role, and Status:
A Reformulation of Concepts," Social Forces, XXXIV, no.
4 {May, 1956), 234.

7Chester Barnard, Funcilonz of the Execublve
(Cambridge, Massachusetts: Harvard University lPress,

1960)| Pa 264-
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The analysis is one then of "ideal” rather tham ¢f actual,
obgerved behavior. PFurther 1t ies necessary to note that
ws are not assuming that any incumbent's actlions are

simply or wholly “determined” by the various norms pecullar
to his position and his roles, Two facts in the relation-
ship betwean norms and roles are especially relevant to
this point. The flrst concerns sanctlons. *“A ganctlon.

» « 18 2 punighment or reward whose aiﬁ ig to procure
conformity with the standards of behavior regarded as
degirable by a socinl group.* 8 Some ganctlons are clear
amd dtrect while others are diffuse or unspecified - indeed,
there are norms for which there seem te be no sanctions
other than a vague, general “disapproval®. Second, thers
may be a considerable variability of consensus on the lm-
portance of a glven value.? Individuals may perceive
narrow ranges of behavior as belng permissible, and these
ranges may constltute different segnents of a continuum.
Or, Individuals may percelve wlde permisslble ranges of
bahavior although there 1s quite atrlcet consensus on the
end points of the range. The range of permlssible behavior

is extremely lmportant in analysing conflicting social norms.19

8yulius Could and Willlam Kolb, A Dictlonary of the
Seeilnl Sciences (New York: Free Press of Glencoe, 196},

p« 016.

Fsamuel stouffer, Sccisl Research to Test Idems (New
York: The Free FPress, 196Z2), p. #L.

101p14d., .



Any asgsumptions that the behavior of an individual 1s
“eaused” 1n the nalve sense by normg, or that norm confllet
1l similarly a necesgary result when two or more codes
impinge on the same position are unrealistic. Rather

than belng points or narrow bands, norms consist of ranges
of vosslble behavior. Indeed, the “very existence of

flexibility or social slippage - but not too much -~ makea

bahavior in groups possible."l1

Tha two major diatinetive sources of standerds for
behavior for the llbrery administrator are hils profession
end the leoecal governmental bureaucracy.to which he 1ig
responslble os &n employee. Although this study )s not
concerned with the nature and problems of bureaucracy as
such, certaln features of a bureaucracy should be noted.
A highly condensed gnd useful description by Merton is

ag follows:

A8 Weber Indicates, bureautrascy invelves a eclear-cut
division of integrated mectivities which mre regarded
g8 dubles lnherent in the office. A system of dif-
ferentlated controls and sanctions is stated in the
regulations., The assignment of roles occurs on the
basls of technical quallifications whlch are ascertalned
through formalized, impersonal procedures. . . .
Within the structure of hierarchically arranged
authority the aetivities of 'trained and salaried
experts' are governed by genersl, abstract, and
elearly defined roles. . . , The pure type of
bureauncratic official is appelnted. . . he s not
elected. A measure of Tlexlbility in the bureauvcracy
is ottained by electing higher functionaries who
presumably express the wlll of the electorate, ., . .
The election of higher officials 1s designed Lo affect

1i1h44., p. 52.



the purposes of the organization, but the technical
procedures for attalning these ends arg earried out
by continulng bureaucratlc personnel,

Contrasting and simllar traite of professional and
buresucratic orlentation have been noted by Blau and
Scott. Thece tralts are general underlying principles
rather than specific practices, They represent an “ideal-
typical” rather than an coperating combination or
elrcumstanceas. They are as rollouws:

1. Professional daciaions are governed by univer-
salistic standards; that is, they are based on objective
eriterin independent of particular cases., Frinciples arilse
from a body of specislized knowledge and are applied with
speclal skillls. Bureaucratlc operations are governed by
abstract principles and tend to be univereallstic. However,
it 13 not the point of view of this stuly that bureaucratic
orientations are as "universalistic® se prefessions; rather
they are assumed to be more “local®* than the profession,
varying from tureau to bureau, In thls difference lies a
gource of conflict for professionals ln a bureaucracy.

2. Speelficity of expertness applies to bureaucrats
as well as brofesslonals ~ both are qualified in a limited
area of behavior. Neither are men of general wisdom with

diffuse authority such as the parent hay over his children,

1230hert K. Merton, Sociel Theory and Social Structure
{fev. and enl, ed.: Glencoe, Illinols: Free Press, 1958),
P 196 . ’
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3. Affaoctive-neutrality - detachment, reasoned
Judgmant - characterizes both professional and buresucratic
relationships.

4., Professional and bursaucratic statuses are both
‘ashieved by performance rather than by such ascribed tralts
a8 gax,

5. Dacisiona are not based on eelf-interest as they
are in business organizationa {including businesz bureaus-
racles).

6. Professions usually have a control structure
baged on "sellf=-control”™ by voluntary associmtlions.
Bureaucratic contrcls depend on the hierarchlcal structure
of the organlization. The control structure for professionals
18 developed and maintalned through the perlod of training
which leads to the internallzation of a code of ethics and
through the survelillance of their peers who have the knowl-
edge needed to judge thelr work and who are motivated to
guard the reputetion of the profession. It is thisg latter
point which is perhaps most crucial to understanding the
profeasional 1n a bureaucracy, the contrast of collegial
as opposed to hlerarchical authority.13

There is a considerable body of literature debating

tha i1ssue as to whether or not llbrarianshlp is truly a

12peter M. Blau and W. Richard Scott, Formal
Organizations: A Comparative Approach {San Franclsco:

Thendler, 1962), PpD. 80-03.
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profesalon, Many of the terma of the debate are beyond
the goops of this study, but many of the econditilons or
characteristics of professions az they are generally
denoted are relevant. Librarlans talk Qbonb themselves
a8 professienals as distinet from persons working in
livraries in sub-professional or nen-professional and
clarlical capacities; they ere concerned with the problems
of vocatlonal education and wlth a wide range of standards
for thelr work gpd 1ts organizatlion. Librarianship is
in the process of belng professionalized. Because we
are concerned with what llbrarlans say they do and should
do, the element of professlonallsm muzt be considered.
These are the general characteristics attributed to
professicnals: systematic theory, asuthorlity, compunity
sanction, ethical codes, and a oulture.la As Greenwood
has put 1t, the possesslcn of these attrlbutes is a "matter
of degree”; non-profcssionels alsc have these attrlbutes
but te o lesgser degree. Certalinly librarians would rank
Jower 1in the extent to which these traits are truly char-
acteristic of thelr occupation than would some of the
*traditional” profassions commonly used as comparative
models, such as medlcine and law. Whether or not librarleans
have a body of systematic theory is a very relatlve matter.

Goode suggests that this i1s a problem that categorically

1uGreenwood. op., slt., p. 207,



precludes librarianship's being a “true” profession.ls
Howaver, if one assumes, as do librarians, that their
knowledge includes their total educatlon of a mlnimum of
five years of academic study beyond ﬁigh gcheol, terminating
in what 18 universally identified as a professional
degree, we see that members of this cccupation aras
cartainly highly educated speclalista in compariscn with
tha population ln general. Only about eight per cent of
persons in the United States twenty-flve years of age and
older have compleied five or more years of college.16

The graduate librarian with his now standard fifth-year
degree thus hae some c¢laim to having professional gtanding
in his community. Most states do not have certirfication
requirements for public librarians. The problem, however,
goes be¥ond formal credentlals such as these. In the
community sanction of librarlans as profeszlonals, in
thelr authorlty and in thelr ethical codes, librarlans do
not enjoy the kind of status they feal they should be
accorded, They consequently lack the power and the status
to affeoct the behavior of themselves and others, to the

extent that they feel they should. In various ways the

1541111am J. Goode, "Librarian: From Occupation
to Prefession?,® Library Quarterly, XXXI, no. 4 (October,

1961), 208.

160.3.. Department of Commerce, Bureau of the Census,
United States Cencus of Population: 1960, Vol. I,
Tharacteristles of the PFopulatlon, ptT I, Unilted Stetes
Bummary, p. 0%, teble .
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implicationa of these factors will recelve attention in
later parte of thls paper.

AMmlnistrative demands on professlonals increasingly
divert them from their “real® work.}? If thls 1s true, it
meang that the public library edministrator 1s in sons
raapacts removed or isolated from his profession, a
profession that iIs presumably qulte weak in ite gsanctions
and degres of soclal acceptance. If so, what ere the con=-
gaquences for the sdminlstrator in terms of role conflict?
Does his position as an administrater compel him to
affillate himself primarily with the lotal bursausracy in
instances that the profession might be expected to assume
primacy? (Sayre and others have noted that profeasionals
tand to 1dentify more with thelr profesaicn than with the
bureaucracy with which they work.)la In what terms does
he pee himsell accepted by the local governmental bureanc- -
racy? Does he, in Barnard's terms, evolve creative solutions,
the pecessary compromises that will insure growth as well
a8 the continuation of both the organization and his own
participation in 1t? These are among the general questions

that will be explored in this study.

17¢enneth S. Lynn, ed., The Frofessions in America
{(Boston: Houghton Mifflin, 19%%5), p, xil.

18H. S, Bayre, "Recrultment and Tralning of Bursauc-

raty in the United States," Annals of the American Acade
of Political and Soecial Sclence, CCXCIT (March, 1% 95??}",_”":

35-%40.
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Method

Helevant literature in librarianship and in other
dlseiplines, notably sociology, soctial psychology, and
political science, has been explored in order to provide
for this study both an erientation te tha gapnsral field
of librarianship and the structure and norms of public
Iivrary administration. Most of the ideax and informatlon
sacounulated in thls fashion were either quites spaclalized
or extremely general:r no previous systematic treatment
of this topie or anything closely related to it existe
in the literature. Most related treatises are eoncerned
atther with particular professions in general or with
administrative roles and problems thet are structured
quite differently from that of the public library
administrater.

There 13 a great deal of materlial concerned with
principlas, procedures and standards for librery asdminis-
trators, but special rellance has been placed cn the
taxtbook of Joseph Wheeler snd Herbert Geoldhor, Practlcal
Adminlistration of Publie Libraries,1? It is held in

great esteem and dilstributed widely among librarians,
Also very halpful was the January 1259 issue of the Journal
ILibrery Trends, which was deveted entlrely to library

adminlistration. Library Journal literature gensarally 1is

19Joseph L. Wheeler and Herbert Goldhor, Practical
Adminlstration of Public Litraries (New York: rper
DOW .
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rich in articles on this lssue, meny of them muthored by
competent critics from the eoclal aclences as well as by
highly thoughtful and experienced administrators. Al
points of visw have been drawn on and cited to provide as
thorough and balanced a deseription as possible. However,
many writers seem quite unaware of gonfllictlng princlples
and expectations that appear in their work., 1In fact, it
seemed that many of these conflicts, perceived or not,
conatltute potential or actual marious problems in library
administretion ag well as a disparity between what was
being written about adminisgtration and what was belng
practlcad.

In order to inquire more thoroughly snd specifically
about the problem under study, ilnterviews were conducted
with nline public library chief executives and two other
1ibrary officlials whose work and experlence gqualifled them
to assist in the project, all in North Carolina. The panel
18 not intended to be a representative sample for the
purpeses of quantitative anelysis, but rather & meana for
determining expectations, attitudes, relationships, and
gources of conflict with a view to presenting an
*idenl-type®.

The members of the panel were all experienced and
establlshed administrators of medium-sized public librarles,
each serving populstions of 50,000 or more, with annual
budgets over $50,000, and collections in excess of 50,000
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volumes. There are no truly large librarles characteristio
of the grest metropolitan areas represented 1n this gtudy,
Sialler librarles were excluded on the mgaumptlon that
they put far fewer and less complex demands on the admin-
1gtrator, and would not provide a source for the kind of
information sought in this study. ' '

Intefview appointments were readily arranged by telew
phone) all intervieweesz acocepted the request warmly. The
interviews were conducted in the offices of the adminis-
trators in order to provide as famililar and comfortable A
setting as possible. The Inlterviewees were assured of
anonymity when the appointments were made and at the time
of the interview. The lnterviews lasted about three hours
on the averags., Some especially responsive members of the
panel pursued varlous toplcs related to the lnterview

schedule &t lunch wlth the Interviewer. The Interviews
were conducted in & frlendly and conversational faeshion,
and interruptlons were minimal and ln no way dlsruptlve
in spite of the duration of the sessions. The fact that
the study was supported by the U, 3, Office of Education
apparently enhanced gcceptance of the 1lnterview,

The gquestions were in the maln open-ended snd fre-
quently accompanied with probes designed to encourage
sxploration of new or promlsing lines of dlscussicn. The
questions are groupsd into several categortes: (1) selected
personal background characteristics, (2) attltudes towards

and relationships with the profession, (3} attltudes
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towarde end relationships with boards and city officials,
with speclal attention to interaction actually or po-
‘tentially involving conflict and tension, and (4) resolution
of conflicts,

The responses to the interviews were classified and
analyzed to compose a deseription of the "ideal-typical"
public library administrator. These data with the materials
from the literature constitute the basis for the
representation of the role and status of the public

library administrator in this dlssertatlon.



CHAPTER I1I
THE PUBLIC LTBRARY IN THE S0CTAlL STRUCTURE

Intreoduction

Thls chapter 18 based on sxtensive gleaning of the
literature dealing with the basis nature of the public
library and of librarleng and thelr place in the social
ptructure., Authors clted include prominent public
librarians and soclal selentistg. Some of it ls impres-
sionlsatic, commentary based on thé personal experience
and obmervatlon of administrators. Other sources are
quite fully documented, being based on extansive eval-
natlions of libraries az well as practicel adminigtrative
experiences; the work of Wheeler and Goldhor 18 a prime
example. Still others reflect the results of even more
saystematic survey research, such as the reports of Garceaun,
Kroll, and Naegele. Egqually important, many of the
writers are egsentlally prescriptive whille others are
primarily interested 1n disinterested analysls and

deaorlpyion.

Historlcal Overview
The library and the occupatlon of librarianship can

ba treced historically to the beglmiings of recorded
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history. In many lnstances this is to say little more
than that early in history certaln persons toock on the
taeks of organlzing, scquiring, and distributing written
records. The role of the librarian has varied greatly
depending on the nature of the materlala with which he
worked as well as the functions of reading and learning
in the aoclaty of which he was a member. Not until recent
timesz, as recent as the pagt seventy-five years, do we
find a rele called llibrarlen and a library crganizatlon
that regemble our concepﬁion end definlitlion of the present
day.

Although a full understanding of the contemporary
public library in the Unlted States from en historical
point of view would requlre extensive study of the many
excellent treatlses on this subject, notably those by
Shera and Ditzion, at least a brlelf overview of the
historical development in the past few generatlons ocan
facllitate an understanding.

Much of the cheracter of the ¢ontemporary American
public library was formed in the 19th century. The
Tounding of public i;braries in that century was basie
eally distinctive from eerller forms and wes based on &
variety of cilrcumstances. According to Shera, among the
most significant causal factors were economlc ablllty,
scholarship and the urge for congervation of records,
national and leocal pride, the rising importance of

wniversal publlc education, self-education and tha concern
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for vooational education.l wWhile Shera's careful and
thorough analysis of these factors was restrlcted to New
England, and he and many others have shown that library
developument 4id not follow the same lines in all reglons,
the 1ibrary of that ares became a prototype llke many
other organizations of New England, and the factors im-
portant there constitute a useful model for analysis of
the library generally in the United States.

_ﬂThe epgnqm}? growth of this period influenced ll.
brary 3ronth.1ﬁ two ways. Firat, it ensbled individuals
tq actunulate wealth, and many of these indlviduals becams
library philenthroplsts. Seoopd. it led to the devel-
opment of a class of pergsong of more modest wealth who
eould support a livrary tax. Indeed, 1t ig the trait of
tax support that is considered generally and logleally to
be the distingulshing feature of the *true” public library.
The conblnation of philanthropy and of public tax support
was generally required to build and maintain a library,
for taxetion alone rarely was or irg today aufficient for
more than token llbrary service. As communities became
more settled and wealthlier, a larger number of professional
and anmateur scholars appeared. Whlle many of these men

weare quite wealthy and could afford to acquire libraries -

lJesse H. Shera, Poundations of the Public Library.
The Origins of the Publi® LiBrary Movehent 1R New England,
T8Z9TIEL G (Chlchao:  Universlty of Chicago Press, 19497,
PP -Z00-244.
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of thelr own, meny werse eager to eatablish gome kind of
oomblnation of thesa resources and share them with serlous
nembers of more modest means as well as with each other,
Additionally, hlstorians were lnterested )In pregerving
documents for study and research in the affairs of the
local areas and of the naticn. The urge for resesrch and
preservation lad to the development of many historical
gocletles and their llbraries and eventually to collective
effortsz in bullding collectlions for public llbrarles,
Local prilde whlch often motivated these early eollections
also spurred a sense of rivalry. When New York fell helr
to the Astor fortune for 1ts public library, Boston becams
alarmad lest 1t be outdone. Simllarly, smaller cCommunities
vied with each other in demonstrating their contributions
in thls matner.

Glven the aconomie ability, probably tha second most
important element In publlec library formatieon was the
movenment for imiversal public education. The motivations
of research and preservation have great appeal lor the
scholar, but far less appeal for the major portion of the
people. For most people the llbrary was important as a
means of self'-education. The conviction that mniversal
literacy was necessary for personal development and for
furthering the democratic process was widespread.

Prom its beglpnning the library hasg been closaly
connected with the dmericzn conception of demg-
cratic progress, It has offered opportunity,

largely without discrimination except for the color
barrier in the South, for everyone to increase his



knowledge and therefore hils parition in the world.

It has been conslidered a part of our technologlceal
resources, allowing the talented to perfect thelr
skills and contribute to their own and the community's
advancement. The library, among other purposes, was
created as a source of knowledge for an informed
citlzenry, upon whose collective jJjudgment the 2
sucscess or fallure of responsible democracy lies.

The funciion of the public library as a general edu=-
catlonal agency became a Kkeynote that persists today., It
was seen ms a supplement to the raplidly developing systems
of publlic schools, es a ecntlnuing educational resource
for those who had completed their formal educatlon, and
ax a means of self-educatlon for those with little or no
formal education, Indeed, public libraries were often
affiliated wlth the public schools to create effective
interrelationships. Other educational agencies cams on
the scene in the 19th century, and among them especlally
thea Lyceum movement affected public libraries. Largely
dedicated to adult education by the use of lectures that
were malnly inspirational in nature, the Lyceum movement
encouraged the lnitlation of libraries in many communities,
Librarles wers considered essential for providing adults
with materials te follow up the interests they acquired
from the lectures. while the Lyceum movement was short-
lived, 1t had great affect on public librarles which weras

to continue as e means for =self-lmprovement, as a

2013ver Garceau, The Public Library in the Political
Process. (A Report of the Publlie [ibrary lnquir
{New fork: Columbia Unlverslty Press, 1949), p. 51,
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repository of knowledge for all members br a community to
use for their pe:aonal enlightenment and enrichment. This
ideal aspect of the library was to persist in various
Frograms to the present day.,

Additionally, the library was seen as a source of
moral uplift in that it provided an alternative to the
brothel and the tavern. Churches, temperance groups, the
Y.M,C.A, formed public libreries of their own and lant
support to community libraries. This aspect of the library
apparently had 1little appeal to most men. Worker's
organlzatlions formed study groups, Journals and often their
own llbraries and rarely turned to the community publlic
library for service, at least not for "moral uplifte®.

Labor laasders did often support libraries as they did
Echools, and in some 1ndustrial towns the libraries con-
tributed to the vocaticnal education of i1ndustrial workers.
But 1t was the urge to lmprove one's status and inoome

that motivated the worker's use of librarles, not inspl-
rational reading to help overcome fleshly temptations. The
Iinfluence of women in library affairs zrew increasingly

in the latter part of the 19th century: indeed, women's
organizations were frequently responslible for the instl-
tutlion and revival of librarles in many communitles.
Howaver, feminine influence did not carry wilth it any great
political strength, nor did 1t clearly move the library
closer to the lnterestz and needs of the majority of the

communlty.
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Librarlens became inoreasingly aware of the need for
organized efforts to promote and improve library services.
In 1876 the founding of the Amerlcan Library Assoclation
marked a serlous and lasting effort toward thiz end and
toward bullding the morales and prestige of librarians,

At their rirst national meeting, Melvll Dawey asserted;
The time has come when a librarlian may, without
assunptlon, speak of hls occupatlion as a profession.
s » +» Ha must see that his llbrary conteins, as far
a8 possible, the best books on the best subjects,
regarding carefully the want of his special community.
Then, having the best books, he must create among his
people, hls puplilz, a desire to read those books.
The time was when a library was very like a museunm,
and e librarian was a mouser in musty books. . . .
The time 1s when a library is a school, and the
librarian 15 1n the highesk sense s teacher. . . .
Will any man deny to the high calling gf such a
librarionship the title of profession?

Many other library leaders were simllarly eager to
establish the llbrary as & mass educational agency with
high standards of service and special attentlpn te individ-
ual communlty needs. On the local level, however, many
librarians seemed more motivated by the urge to preserve
thelr collections and Were rather loathe to open the library
to easy general access. The profession was alsoc quite
concerned with the internal, managerial operatiocns of the
library, especlally orgenizing, classifying, and controlling

the use of materials. The adminlistrative means of

attaining the broader goals of developing a truly

IMelvil Dewey, "The Profession," American Llbrary
Journal, I, no. 1 (September 20, 1876), 5-6,
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educational function and genersting use by the large
prlority of cltigens were largely unexplored, contlnulng
largely as exhortations among the menbers of the professicn
and to the community in general, Dediceted nominally to
extending democracy throughout the nation, the llbrary

was eéarly tied to selective and unrepresentative community
laadsrship, to the interests of peopla with superlor
income and educatlon end to the notlons of moral uplift
and preservation of the exlsting scecial systenm.

The base of llbrary use did expand wilth the need for
more vocatlonal study, lncreased recreational usage as
more leisure time hecame availeble, and in serving as an
ipportant means for lmmigrants to become llterate and
acquire other knowledge essentlal for cltizenship. In
gplte of thls lmportant role in the llves of innumerable
new citizens and consequently in the life of the nation,
and the ideals of the leaders of educatlon, scclal move=-
ments, and pelitical orgenlzatlons aa well as librarlan-
ship, the publle library relled for support primarily on
e diffuse, 1f posltive, public opinlon and the sctive
participation of a minority ;eadership group in the

community.

Bowevar slowly, the use of public librartes did
begin a marked increase, and the number of llbraries grew
rapldly az more and more communities were moved to lmprove

thelr educational faecillities or "cultural” advantages.
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By the turn of the century public libraries were guite
widespread, and with the extraocrdinary philanthropy of
Andrew Carnegle, their numbers increagsed enormously. After
approxlmately twenty years and over 341,000,000 in grants,
Carnegle had contributed to the erection of 1679 library
bulldings. Too often these llbraries had little local
support, meagre collections and services, and stood more
ag public monuments than as worklng agencles for lmproving

ths educatlon of the general cltizenry. The government
| and sdministratlion of many llbrarles was weank, powerless
to make needed lmprovements.

To avold the dengera of lnvolvement in politics,

public livraries, like public schools, were entrusted
to boards of trustees who were responsible to some higher
political muthority, but suppogedly net subject to 1ts
mors transient whims. Clty and county governments of
thic period and well into the 20th century were frequently
marked with unrellability and even corruption; thé board
of trustees was desligned to provide an ally and & bufler
for the library agalnst the threats of the poelitlcal
arena., The consequences of providing such an intcrmediary
were probably good for the time, but were to glve rlse to

unexpected problems in later years.

The Public Library Today
Among llbrarlans and students of library affeirs

the educational character of libraries 1s still its most
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inportant feature. Librarlans have turned thelr attention
to gelecting, acqulrlng, and organtizing ever greater
numbers of books and related materials from the enormous
quantity of publications. They have devised new systems
end technlques for servicing these materials to effect
improved educatlonal services. And they have worked
diligently to promote & new and dynamic character for the
library. The phrase, “rountéina. not reservolra'“ hag
besome a rallying ery, a credo to identify the library

as an actlive organlzation, slert te contemporary needs,
and to shed the restrictive, custcdiﬁl image that has pre=-
dominated, The words of Dewey clted earller, now nearly
a century old, are still appropriate, for such exhortatlons
ara stlll relevant to the statug of the library. The
political scientist, Morton Krell writes that his
mid-twenticth century survey of librarias in the Pacific
Northwest produced an image *of ill-suppeorted,
under-nourished, unappreciated, and understaffed publie
libraries, struggling, not always successfully, to providae

minimal gservices."? Such condlitions prevell throughout

l".i\rt-lm.lr Hudzon Parsons, Fountalna, net Reservolirs:
The Publle Library (Chicago: INmerican Library Assoclation,

15587,

SMorton Kroll, "Publie Library Boards of Trustees,"
in The Public Llbraries of the Paciflc Northwest, Vol, I
of Pecifle lorthwest Librury Asgocintion Library Develnpment
Project Heporis, ed. Dy MOorton Kroli (Seabtdc: University
of washinhgbon Fress, 1960}, p. 411.




the nation 1n apite of the ambltlons and ezertions of
library leasders for nearly a century, A distinguished
librarlen and researcher, having surveyed the libreries
of North Carolina, among many other states, reports that
thougands of public libraries in the Unlted States are
*gtill at the one-room schoolhouse stage 1n thelr devel-
opment - at least two generatlons behlnd modern concepts

of librar_ie.nship."6

¥hile by and large the publlce library has developed
most fully in large cities, the impact of urbanization
on libraries has been mlxed. Many former diatinctions
between the highly urban and small town or small clty
areas are dlsappearing due t¢ the development of the masgsg
nedia and of modern transportation, but there is 1ittle
evidence that the intellactual elements of urban culture
are reaching into less densely populated areas. There
18 1ittle historical basis predisposing large segments of
the population to intellectual pursuits, and television,
radlo and newzpapers have small serlous intellectual or
educatlonal influence.’ The Scuth with 1ts scattered
population and relative lack of wealth has been slow to
produce public libraries. The county as an edminlstratlve

wnit is important in much of the South, and the populatlion

6Robert B. Downs, ed., Resources of North Caroliha
1ibraries [Haleigh, North Carolina; The Covernor's
Commiscion on Library Resourses, 1965}, p. &o.

7Kkroll, op. ¢it., p. 412,
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of many counbles 1s often too small to lnsure adequate
development of educsational facilities. Poth public schools
and public libraries have tended to form on the baals of
ocounty units. Further, as Downs has polnted out in his
survey of North Carolina libraries, “the natural inclia-
nation to identify educatlon with the formal school system
sometimes leads to the neglect of this, one of ourr most
basic institutions, serving an independent educational
funct:lon."B The dual problem, of inadequate support
and of allying schocols and libraries, usually to their
mutual diegadvantage, is not peculiar to any one reglon or
gize of compunity. As Kroll has put it, while most people
profass to "like books", they feel a greater need to bulld
roads, utilities and schools before they bulld libraries;
they feel that *children come first®, see schools as the
only real source of satisfactlon for the needs of the
children, and have little desire or money ror libraries,
In even the larger eities, he reports, the rapid rate of
growth has required so much intellectunl effort for the
golution of matertal protlems that there ls little energy
and talent left over for organizations such as libraries.9
This implles, of course, that there 1s some socletal
ranking of organtzatlons and that the public library ranks

lower than most others. Talcott Parsons ¢lalms that the

8powns, op. eit., p.39.
9Kroll, op. cit., p. B13.
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the reason 1s not sc much that American soclety is nee—
essarily hostile to lntellectualism and leaarning (including
librarias}. but simply that it values other things more .10
Further, the library, belng associated wlth thinga intel-
lectual, 1g vulnerable to the regtrictions Amaricans place
on intellectual behavier and organizations. The maln
koynote is ambivalence, not hostility, due to two main
strands in American attitudes. Pirst, we value pragmatism
highly, contrasting *practical® men with theorists and
dresmers. Second, the “populist” tradition of egalitar-
ianiem in part conceives Intellectualism as belng
antl-democratic end as belng synonomous with snobbery.
Whila there 1 no recent and thorough study of publie
attitudes towards libraries and librarienz, two limited
surveys do provide some information on the subject.ll‘lz
Both indicate that the context of the library-client

relationship 1s ambiguous and that publie impressions of

10Talcott Parsons, "Implications of the Study,” in
The Climate of Book Selaction, od. by J. Feriam Donton
{Berkeley, californiwr: Unlversity of California Press,

1959), p. 86,

11yi111am H. Porm, "Popular Images of Llbrartans,"”
Library Journal, LXXT, no. 2 (June 15, 1946), 851-855.

12Knspar D. Naegele and Elaine Culley Stolar, *The
Librarian of the Northwest,” in Libraries mnd Librarisns of
the Paclific Northwest, Vol. IV of Paciflc Horthwest Librar
DPevelopnent Iroject feports, ed., by Morton Kroll, (Seabtlies
University of Waghington FPress, 1960), pp. 51-137.
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Yibrarians are negative, Many feel that librarians are
"bookigh* and learned, that they are thereforas "lforbidding
people”, Glven that most librarlens are woflen and that
“sulfura is for them" (women)13 ancther derogatory element
is added. Librarians, quite correctly, feel that the
public not only holds them 1n low esteem bub also that it
doss not understand them. The misunderstanding consists
of public failure to distinguish between professlonal and
non=profesgional work, and of an lncompleteness of the
image - the public doesn"t know what the llbrarlen does:
by and large it sees only what goes on at the eirculation
degk. Consequently there is little general appreciation
of the technlcal compatence required for library work, for
the training and educstion inveolved, Librarians are
generally perceived as helpful and cooperative. in spite
of being *inhibited, slightly neurotic, and conservatlive
in their psrsonsl and soclizl relations."lu While most of
the negative impressions of librarians are not true,
according to Naegele, they are lmportant for thelr conse-
quences., Publlc images ". . .are part of the astuff from
which self-concepticns are made. . . . Librarlans, like
anyone else think of themselves in some relation. . . to

the images they believe others hold of them.”l” In brief,

13Naegele. op. eit., p. 86,
Weorm, op. eit., 853.

15Nnegele, op. £if., p. 99.
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the library tends to be a “gquiet” instltutlon, due in part
to the public attltude towards librarles and librarians,
the librarians*® resctlons to thelr subjective impressions
of public expectatlons, and to the predomlnance of women
and the code of ilmpartiality in thes profession.

In addition te thls basle ambivalence of the public
attitude toward libraries, there ig the added problem of
defining appropriate library geoals and the means of

achleving them.16

The publie library purportedly glves
service to all members of the community. In reality it
does not and cennot provide such services with 1ts exlsting
regources and level of community 1nterest: The Publie
Library Inquiry, a nationwlde survey completed in the late
1940%s, describes the c¢lientele of the public library as
& quite Iimited group.’’ Of ell books read in the United
S8tates only ebout ona-fourth were from publie librariee.
Only about ten percent of the adult population borrows a
book once 8 month or wore from public libraries; about
eighteen percent of the adult population borrows once a

¥ear. Further, of these adult users, ten percent account

for one-third of public library circulation, five percent

16Jerome Cushman, *Reflections of a Library Admin-
tstrator,” 1n The Publle Library and the City, ed. by
Ralph W. Conant (Cambridge, nassachusetis: Hassachusetts
Inetituts of Technology Press, 1965), pp. 126-140.

 17Robert D. Leigh, The Public Library in the United
States, (The Gencral Report &f tne Fu c DTBrary Inquiry)
- TRew York: CoTlunbia University ¥ress, 1950), DPs 31«33,
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ascount for two-fifths, and twenty percent account for
nearly thrae-quarters of the books charged out, Only a
minerity of the adult users can be gald to use the library
intensively. Children and young students, on the other
hand, use the library in larger proportion to their total
numbers in the population than do the adulta, The estimaten
indicate that about one-~third of the pre-adult population
uses the library in contrast with one-tenth of the adults -
when wa define use as the borrowlng of & book once & month
or more often,

However, ac the general report of the inguiry pointed
out, "In no sense doss this msan that the library patrons
are an inconsequentlal minorlty ner that publlie Ilbrary
gervice g an unlmpoftant gegment of the whole machlinery
of public communication."l8 Publlic library adult users
as a group have had more =choollng, have larger home ll-
braries, and “consume™ more of the mass media, newspapers,
magazines, radio, and television, than the population ab i

large. Further, library users constitute a major pro-

portion of those who act as opinion and culture leeders in
their communities.l? Consequently, the public library
serves ags an informational snd educatlional agency for a
highly important leadership group and further serves the

interests of the communlty indirectly throuwgh lts services

8re1gh, op. eit., p. 33. ' :
191pid., pp. 48-50. ' }
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to thesa lerders. Ag a result of these and related find-
ings, many library leaders have come to percelve the goals
of thelr organizatlons in somewhat more gophlsticated '
terms than the general goal of “"service to all*,
It would seem, then, that the public library's natural
role ag an agency of public communication ls to serve
the group of adults whose interest, will, and abillty
lead them to seek personal senrlchment and enllghten-
ment. The enlargement of thiz natural public library
audience may well he the library's concern in
cooperation with other agencles of education. But
Al our snalysis is correct, the process of enlargement
iz sBlow, requiring intensive efforts and not producing
numerically spectacular results. Meantime, adequate
services to the existing and potential group of
natural library userg have a soclal valuﬁomuch
greater than the gross numbers lnvolved.

While no survey so systematic or bread in scope has
been carried out in the past twenty years, saveral sources
of pressure have arisen that require further reconsid-
eration of this statement. Llbrarians themselves, while
recognizing the value and validity of the "natural llbrary
public*, remained concerned with a felt obllgation to
reach a far wlder publlc. Forces cutslde the profession
played an even more important part. The tremandous
increases in the numbers of people with higher education
in turn lncreased greatly the "natural" library auvdience,
and llbrarles were and are more often than not equipped
inadequately with collections end persennel to meet the
higher standards of reguired service. Alsc the varlous

federal, etate and local programs designed to improve the

20Thed. . n. LA.
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lot of cltizens with inadeguate incoma and poor education
suggented the poesiblillty of more broadly gauged llibrary
programs. In the past the educational role of the library
wag quite effective in helping to lmprove literacy,
especlally in helping immigrants to acquire a medicum of
learning in order that they could attain legal citlzenshlp.
Libraries ware alsgo dramatlecally instrumental in azsisting
anergetiec and capable indivliduals to acquire Knowledge
that enabled them to move upward 1n American socliety at
o time when entrance into special occupations was fre-
quently relatively simple. As the need for these services
diminished the llbrary tended to turn its attentlon to
sarvice for the better-educated l)ibrary publiec, to
recreational reading and to gpecial reference services.
within the past generation, however, the boundarles
of effective literacy have become quite different, In-
ereasingly greeter emphasis on formael education has in
pany instances prescribed the library's earlier role.
The problem today 1s that there are 2tlll large humbers
of people who in no way partlcipate directly either in
the production or consumptlion of the higher technologleal
levels of mid-twentieth century living; they are unable
to use the axtremely complex and demanding "bodles of

print 1n which the knowledge and procedures of soclety are
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recorded and by which they are conveyad.“21 The plight of
these "excluded" from paertioipation in and comprehension
of the advanced soclety and 1tg political actualities
requlres gomethling more than working with individuals as
{1iiterates. These non-particlipants are today often
ethnically distinct, for instance, and it 1s suggzested
by some commentators that the llbrary should work with
them as a group towarde the end of ftransforming the whole
class.22 To adept such a role the llbrary would be
re-assuning something like its former role in “edueating™
immigrants, but in the process it may need to adopt
policles counter to its present emphasls on serving the
highly literate.

The conflict in defining approprlaﬁe library clientele
constitutes a much debated problem. According to Philip
_Ennis it was all very well for librarles to dedlicate
themselves to education and uplirt for everyone in the
community, that such a role was part of a strong American
tradition 1n its public institutions - *“to counteract

speclal privilege and. . . counteract the famlly transmission

21Da.n Lacy, *The Dissemination of Print," in The Publiec
Library and the City, ed. by Ralph W. Conant (Cambrldge,
assachuseotts: ssachusetts Instltute of Technology . Press,

1965}, p. 127.
22y1p14., p. 128.
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of that privilege"ld .. s.z., to glve m speciml boost to those
that need 1t most. However, he eontinues, thias is not

the same thing ag the goal of universal service, of gatting
everyone to read good books and develop hls capecities,

In fact, thig belief in universal aervice has contributed

greatly to tha failure to assign priorities teo lts goala.

Limited regources reguire some ranking of goasls, but
librarians rail to do thias and to allocate thelr snergles
accordingly. On the other hand, they do "tend to retreat
from high=-level goal statements into administratlve
objectives of efficiencyt*2% Libraries, it 1s claimed,
ghould turn to a major objective such &s service to the
business communlty or to the culturally deprived, fulfill
this objective and thereby acquire greater compunity
support, then move on to another target. Otherwise, the
1ibrary tends to drift with fluctuating public lnterest.

. Indeed, it is the pleture gf drift that seems to be
characteristic of many public libraries. A significant
part of the reason for this drift stems fromx two major
“frugtrating cirecumstances of ‘subordlnation' anpd

'1solation".25 In analyzing the librarien's snomie,

23phi1ip H. Ennis, "The Library Consumer,” in The
Public Library and the City, ed. by Ralph W. Conant
T{Canbridgze, FastachuSetfdr Magsachusetts Institute of
Technology Press, 19653), pp. 29-30.

241p94., p. 3.

25parsens, T.. op. eit., p. o,
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Parsons has polnted out that librarians are vulnerable

to the stresses of an anxlous and changlng scclety as
oustodlans of books; they are agsociated with intellectuals
and can't avold connectlon with sensitive areas of soclety
guch as morals, religlons, and polities, without enduring
pressures to severely restrict their collections. Librar-
lenshlp is an auxilliary profession in that the materials
1t handles are the producte of other occuprations. Further,
the demand for library materials is often incurred by
sducators and other professlonsls, rether than by librariasns.
Expectations of the librarlan's behavior held by writers
end educators are unclear and their relestionships are weak.
Thia is partly the result of the very rapld growth of
libraries and of printed matter, of problems in organizing
materials, and partly the result of the difflculty in
deflning areas of responsibliliity and spheres of competence
and, therefore, standards of qualilficatlons for the pro- .
fession. The very diversity of library conditjons makes
clear-cut definitions of the profession problematic.
1ibraries are "subordinate*, then, in that they either in
the library system itself or in the general public scheme
of muthority "tend to have little autonomy amd range for
independent exercise of :}udgrmzn'lt."a6 The library 1s

*igolated™ in the sense that 1t 1s unique in the communlty,

261144,
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with few Af any allles. The medlum-sized community will
likely hava only a handful of publie¢ llbrarlans, who hava
11ttls ocecasion for frequent interpersonal contact wlth
others in the professlon, and who tend to become primarily
concerned with shorterun technical problems. Thils may
explain in part why the literature of the profession 1s
largely about technlques and gedgets, not fundasmentals end
basic concepts.a? Naegele aleo noticed that in his inter-
vlows librarians were sensltive about thls isclatlicn and
that they felt that there should be more opportunities for

compunication, larzely through workshops at professicnal

meetinss.aa

The problemati¢ nature of goal definltien for publie
1ibraries 1s further complicated by the prevalence of the
*Jemand” concept, the notlon that the library should pro-
vide what the communlty wants. More specifically, librar-
ilens entertaln two distinsctive but related concepts; the
suppller-orlentsd goals {those of the library profession)
and the user-oriented or demend goals (“glive the publle
what 1t wants"). As Herbert Gans has noted, librariana
usually “"preach" the former sef of goals 1n thelr liter-

ature and generslly practice the latter. Given a small

27Robert L. Colilson, *On Being a Tibrarfan,® UNESCO
Bulletin for Libraries, AII (July, 1958), 154,

23Naegele, ep. eit., p. 112,
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slientele and the need tc obtaln lay, publlic (governmental)
approval of the budget, llbrarlea must be user-oriented,2?
To summarize, the geveral functions of public librar-
leg so far noted tend to be =mc etructured as to create
ponflicting normative eonditicns or, in Parsons' terms,
*the fact of anomle” for libraries.3° Libraries are vul-
nerable scapegoats for public expresslons of anxlety or
hostility about books dealling wlth politics, morala and
religion.' Libraries are not clearly defined in terms of
thelr proper "sphere of autonomy® Ti5=H-vis governmental
authority, they are quite isclated from one another and
lack any strong political allies, and they are uncertaln
about compromlsing profeasional determination of llbrary
collections and services in declding about the extent to
whilch they should go in followlng the doctrine that "the
eustomer 1s always right.”31 Of these structural features,
ths problem of the unclearly delineated "sphere of auton-
ony* is particularly important for this study. The chlef
1ibrarian, as the ageﬁt primarily responslible for the goal
attainment and management of his organlization, must contend

with thls amblguity.

29erbert J. Gans, *The Public Llbrary in Perspective,”
in The Public Library and the City, ed. by Halph W, Conant

(Cambridgé, fassachusetis: lassachusetts Institute of
Techuolozy Press, 1965), p. 67.
I0parsens, T., ep. git., p. 95.

lIbia.. .
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The Publlic Library and Governmental Structure

Not the least important factor in the governmental
atructure arfecting the llbrary 18 1ts legal status. The
libraory is defined legally 1in each state, and of courge
the variations are conslderable. Often, end moest lwmportant
for the study at hand, the public library 1s considered in
1aw toc be & non-essential public service. Thls is inter-
preted in at least the case of North Carclina as meanlng
that general tax funds of a community eannot be used for
Jibraries at will by the municlipal or county govermment.
Rather, only that portlon of the local tax may be expended
that is specifically approved for public libraries by
publlic vote in each community. The statute in North
Carolina allows a rate up to $.15 per £$1000.00 of tax
valuatlion to be assessed by any county or city - when and
1f such a tax 1ls voted for by the residents of the community.
This means that tax support 1s possible, but that it nust
be cbtained by a speelal effort on the part of library
supporters, and that only the amount specilfically approved
by the voters may be S0 allotted for library expendlitures.
The fundamental metter of providing any funds at all for
Jibraries is still a glgnificant problem for many communi-
tieg. The problem may become further complicated when
eligibllity for federal financial ald requires scme level
of matohing local funds. The Heport of the Governor's

Commission on Library Rescurces (North Carolina) has taken
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pains to polnt to the need for new legislation to both
¢larify and meke easler tha tax support of libraries.32

The statutes of that state further require that the
governing authority of libraries e placed in the hands
of a board of six trustees to bte appointed by the county
or sity government. The poweyrs ard dutles of this board
are further spelled out as follows:

1. To adept rules and regulations 1t deems necessary
for the government of the library.

2. To acqulre or erect bulldings, to supervi=e
and aare for them.

3. To appoint a ehief librarian and on hlg recom-
mendations to appolnt and remcve other members of the llbr-
ary staff. Chief 1ibratrians must also be certified by
the North Carolina Library Certification Board.

k. fTo fix the salary of the chlef librarlan and
with hisz advice the salaries of the staff and rules for
gtaf{ conduct,

5. To prepare the annual budget for the library for
submission to the governing body of the county or
municlpality.

6. To extend use of the llbrary to non-residents under

condltions it feels appropriate.33

Ppowns, op. cit., PP. L, 67.

I3s1ex Ladenson, ed., American Library Laws {(3rd ed.;
Chicage: Amerlcan Library Aspociatlon, 1 pp. 1059-1060,
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The state library assooiatlion has formally outlined

1ts feelilnga about the role of the trustees as lollows:

The Board of Trustees wlll serve as the llalson

batween the library and the public and between the

library and governnent officials. The members will

advise the chlef librarlan of needs of the communlty

and will explain the llbrary and lts services in

lay terms to the public. The Board will work directly

with the chief librarians in adopting the budget

and will assume sasponsihillty for securing funds to

meet the budget.

In general acoordance wlth the law, this assoclation also
states that the trustees should be the governing agents,
ghould determine tha objectives, plans and policles con-
cernlng all library operations, and should be "able
effectively to interpret the policles and finenclal needs
of the l1brary to citizens and governmental officlals."33
The underlying by this writer serves to polnt out that
while the law reguires, the state asscciation recommende.
Concerning adminlstration of 2ibrarles, the assoclation
defines this as "professional. . . planning, organizing,
end coordinating work of the verlous divisions and branches
of the library system. Interpreting the llbrary's program

end needs to the government, trustees, and the public.“36

3%orth Carolina Library Association, Publie Li-
brarles Sectilon, Development Committee, Stendards for
North Carolina Public Libraries (Raleigh, Norih Carclina:
Yorth Tarolina Stata Llbrary, 1963), p. 13.

351b1d,, p. W.
3b1mya., p. 0.
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Thage two documents are generally compatible with one
apother, but from the ventage point of the adninistrator
they serve to point up the basis of e very real and
sonstent problem - 18 the librarian eor the hoard primarily
regponsible for “interpreting the library” directly to
the public and to the government? The general lmpression
42 that the bosrd‘'s role, 1n accordance with the asso-
ciation's suggested policles, is very clearly dominant.

' & e the board that determines the needs of the community
and adopts the budget for these needs. The librarian’s
role seems to be that of a technical advisor to the bhoard
in these respects.

Earlier in thls chapter it was remarked that in the
nlneteenth century boards of trustees were appolnted
widely to afford the llbrary a measure of protection from
the depradations of local poelitics. However, in the .
process of developing new techniques for menaging the
collections apd services, and addressing itself to dif-
ferent parts of its cllentele, the library began to move
Into areas of work and ldeas that were allen to the lay-
trustee. Further, the very size of the llbrary, of ten
amploying hundreds of staff members, tended to dlgcourage
the trustees'® tsklng a very personal part in the adminis-
tration of the library as had been thelr wont in past
years. The relations bétween the board and the librarian
have been for some time undergoing a fundamental change.

Lesdership of the library has in many ways come mOre
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clearly into the hands of the llbrarilan, and llbrariens
have been acquiring more power as an occupational group
by virtue of informal assoclation and the development

of state and national professlonal asscelations. None-
theless, the llbrary has remsined relatively isolated in
each communitys 1t 1s essentially & "leesl ilnstltutlon
oreated by local loyalty to f1ll a local need,"3?

It i3 qulte apparent to wany observers that mueh of
the library's present difficulty 1%ies in 1ts govermmental
gystem -- Iin the board system of authority, to be specifie.
Librarians have grown in the breadth of thelr interests
and have come to see themsalves and their llbrarles as
multi~faceted agencies of information and education,
largely because of recent technologleal and scclal
changes. Many board memberz remeln essentlally "leocal®
and traditicnal in their orientatlon. As the unit of
final authority. the board serves to remove the library
from direct contact with the central government of the clty
or county, While the beoard acts as m buffer between the
1ibrary and local government and perhaps as a champion of
the library, many publiic officlals are very lighcrant of
the role of the library in the community, and this buffer
does not help to bring the library and city offlclals

eloger together., Indeed, 1t emphasizes the distance.

37Garceaun, op. oit., p. 51.
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In the paat fifty years najor changes 1ln local
government have taken place, notably in the clty manager
system and the c¢ivil srrvice gystem. The development of
more *rational,” educated, disinterested, and less corrupt
municipal and eity governments has proveoked many to inguilre
sbout the desirability or the need of boards of trustees.
The more-or-lesg professional governments of today are
likely to be more receptlve and understanding about public
gervices thanlare lay trustees, it 13 asserted. [Does the
board any longer need te serve as a defender of the llhrary
in the political arena? Doez it tend to interfere with
g more effective library by previding a barrier between
the executive librarien and the clty manager, budget
officer and other city officlals, thus preventing inter-
action that could benefit the library? What norms and
procedures are at the disposal of the library executive
for operating within thls governmentel structure? Thase
end related questions are explored in the following two
chaptera, first by examination of the codes of norms in’
the literature of the profession and second by the analysis

of the panel interviewa wilth library administrators.
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oulture, for the production of library materlalas is so
vast that it makes such a practice unfeasibla. While he
knowa that all parts of the organization are important,
he seegy that librarles vary in their emphasis on theae
parts, that the parts are “unequal™, “Reference” may
stand higher in the hlerarchy ln one library; “clirculatlion®,
in another; and sc on.

Librarians are clear in undepstanding their admin-
istrative hlerarchy, however; they understand the lines
of authority and responsibility with which they must work.
8Such things as orders, stggestions and complalnts tend
to follow authorlzed channels.

By and large librarians are satlsfied 1in their work.z
They like particulerly the speciél. professional tasks
such as compiling blbliographlies. They tend to loock at
thelr work as a whole end enjoy the sense of “endlessness®,
of continulty, in lt. The most satisfying aspect i=
public service =~ *gettlng the right books to the right
people.® The many routlne and dull tasks, including
shelving, srranzing, teklng inveatory, are among the
_ sources of dissatisfactlion, These are largely
‘"un-professlional® duties, requiring little lmaglnation or
ok1l1l, In fact, the most general source of strailn or
digsatisfaction is the occupation's uncertainty about

1tgelf, uncertalnty about the distinctlon between

21b1d., p. 107.
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profeagional and non-professlonal work and status,
Bowever, llbrarians are quite clear and reallsgtic about
the relationship between administration and cereer. A
brighter future is percelved of as moving upwards in the
sdministrative hierarchy rether than turning to more
scholarly work or more lntensive development of partic-
ular skills, o

In many occupations one may enhance cccupational
status by cultivating larger or rlcher cllenteles and by
improving one's technlcal-professional skllls, In
librarianship the size or character of the elientele can
be but little controlled by an individual librarian, for
such limits are generally expanded only by the organization
g5 a unit, with the cooperation of the local government
and the public 1tself. Further, intensive development
of professional skills 1s more limlted 1n Iibrary practice
as compared wlth many other occupations; only the teaching
and research milieun of the professional library school
affords much opportunity of this kind. Thus the majority
of librarians see that progress to thetr careers depends

on attainlhg more administrative responsibillity, At the

' game time, the rank-and-rile of librarians are probably
not motivated to seek a high level in the adminlstrative
hierarchy, for thelr primary orientation is toward the

"traditional® library, characterized by quiet and reserve,
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rather than toward the wmodern conceptlon of the library
as @ dynamic, eaxperimental, mnd out-going crganlzation.3
In splte of the pervading trait of treditlonaliam,
there 15 striking svidence of two co-exlsting groups in
the professlon; the “old guard® and the "avant garde”.“
The "old guard* is characteristically prim, morallstic in
pannar, and austera, and as such it serves st least as
a useful measure of the distance librarlanship has traveled.
It helps to define such alternative {raits ag "glamour®,
caparaderie with readerg, and “good™ publle relatlons --
all of which are tralts of the librarian's new image. The
avant garde lnsists cn technlcal efficlency and respect
for reading as writing as well as the development of
glamorous and aggressive relatlonships with the community.
At the present time we have no evidence of which group is
numsrically predominant, but the themes of the 1literature
in the profession overwhelmingly suggest that the "old
guard® traditions are still with us in major proportions
and constitute a prime element in the backward stete of
Yibraries and librarianship. There iz, of course, a large

group that 1s weary of such contrasts and the conzslderable

Jalice I. Brysn, The Public Libtrarian. {A Report
of the Public Library Ingulry) (New York: Columbla
University Fress, 1952}, b. 441.

"'Naegele, op. cit., pp. 72-73.
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discussicn and energy devoted to them in the occupatlion.
This group wants to "just bes librariansg=.

The more posltlve and ideal qualities of the occsu-~
pation, as might be expscted, are given prominence by
both library schools and library agsoclatiens. Studants
ara inrormed of the virtues of dynamlc and glamorous
attitudes and behavior, and professicnal assocletions
tend to reinforce this in thelr own pronouncements. Both
geeX to motivate libraries to glve the best service
possible in a manner that willl reflect pogitlvely on the
profession. Among the several other functions of the
professional associatlons, the provislon of codes and
standards for the pccupatlon and technlical assistance for
the implementation of these standards are alsc important.
The American Library Assoclation and other national as well
as regional and local professional asseciatlons have beecn
extremely active in publle library affalrs, actling as
forums for new ideas and techniques, and publlshing a very
wide range of materials concerning library goals and op-
erations. The attitudes of the memberships, however,
indicate that the effectiveness of these corganizatlons ln
providing motivation and guidance has not been what it was
hoped to bs. 1In responding to the Public Librery Inqulry,
lsss than one-elghth of the members of varlous professional
associations felt thet their membershlp helped profes-
sionally, and the number feeling them to be of personal

helpfulness was also very small. A greater number felt
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community organizations were more helpful in their personal
lives. Men tended to find that national asscoclation
mernbership waa mors helpful professlonally than was members
ship 1n any other kind of organizatlon, while women felt
that reglonal and loocal library asscclations and community
organizations were more helpful in this respect.5 As for
their shortccomings, llbrary schoole are often criticized
for being too ideallstle and even more often for helng
too "theoretlcal® and failing to give adequate practicel
preparation for beginning werkers. In genaral, the student
leaves for his frirst pesition with rosy and general con=-
ceptions of hls oceupation, ﬁith some appreciation of the
realities of compromise with these conceptions, and an
awareness of the need to begin thinklng in terms of admlne
$stration as the means of developing hls career and as
the means {for bringing into being those pollcies and prac=
tices that are congruent with hils newly learned concentions.
The major question arises, how well do library schools
prepare their students for administrative responsibility
and how do the professional assoclatlions assist them in
developing administretive abllities and practices? The
Public Library Inguiry attitude survey notwithstanding,
there is no clear-cut, up-to-date, and objlective answer
to either part of this question. The teaching of llbrary

administration 1s extremely varied even in the accredlited

Spryan, op. eit., pp. 139-140.
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schools., At best 1t tends to consist of extensive reading
about existing public llibrary managerlal cperatlions and
general administratlve theories preduced m generation or
more Bgo. In his analysia of aceredited library schoal
offeringas in library adminlstration, Wasserman found that
only threa of the eighteen major schools taught edwinis.
tration as "administrative process", as distinct from a
*preogeupation with the techniques and methods of the
preduction and service functions of libraries.”® A1l
librarians, he points out, need to "understand the theory.g
and framework of administration if only to appreclate
thelr roles in the total orgmnlzation in which they func-
tion, and their relationship to 1t.*7 The literature of
librarianshlp demonstrates a lack of familiarity with
management literature in general and in other fields. It
largely consists of how-to-do-it articles and is primarily
technloal and particulariatic. While thiz is true of

the llterature concerned with internal management Cfuneflons,
it 1s even more apparent that 1library sdministrative
litzrature end instruction is almost totally remiss ln
analyzing and describing the relstions of the llbrary admln-

istrateor with other suthoritles and adminlatraters outsida

6paul Wassermarn, "Development of Administration in
Library Serviece: Current Status and Future Prospects,”
College and Research Libraries, XIX, ne. 4 (July, 1958),

<0/,

7Ibid.
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the library. Intar-organizational end intra-governmental
relationships and problems are treated in a very cursory
. fashion, if at all. Consequently, graduates of library
achools have 1ittle lnowledge of actual or potential
problems in thiz arsa and nothing btut the mest general and l
vegue norms for handling such problems. This has not gona
uwnnotliced, for many library lesders have pled for the
introduction of the "human relations” appropch to librar-
1ansh1p.8 and for the use of social and behavioral sclences®
“conceptual tools to bear upon the problems of llbrary
sdainistration.*? To date tﬁe pleas have not been answered,
An additlonal general facter in the tralning and
behavior of sdminlstrators 1s the widely held view among
librarians that the administrator should be a scholar and
bockman first mend an administrator second. Proponents of
this viewpaint feel that management 15 a minor function of
l1ibrartes and can probably be performed ilntuitively. This
view ig held by several prominent library adminlstretors,
almost all of them in academic llbrarles, but 1t has
pervaded the whole professlon as an lssue that remalns
unresolved. It is probable that many students are at least

initielly hostile to admimlstration, that is, to Aita

8Maurice A. Tauber, “Introduction,” lLibrary Trenda
VI, no. 2 (Detober, 1957}, 107.

9asserman, op. cit., 293.
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conceptualization and to its power in the profession. Thay
tend to distrust adminlstration much as do teéachars whe

see in 1t a threat to the goala and autonomy of the edun-
catlonal process. BSome librarians have axpressed faar
that library schools discourage rather than prepare
recrults for the chlef administrative posts ln libraries.l0
Justification for this fear has not been systematlcally
analyzed, except that, as mentioned above, the scheols do
not present the student wlth A sophlstlcated lnterpretatlon
of administration in terms of contemporary knowledge of
thigs field of study, especimlly the contributiocn of the
behavlioral acientes,

Apart from the adequacy of instructlon, however,
other structural features of professional education and
recruitment are relevant to the problem of preparatlon
for sdministration, The two most lmportant among these
gre the motivations of students and the sexual composltlon
of the occupation, Individuals are attracted to librarian-
ghip primarily because they like books and reading and
becanse they want others to share these interests, amd
thus to gerve them,., They are attracted by such functions

as book processing and supplying information and guldance

10gryan, op. oit., p. 315,
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to individual pntrons.ll' 12 4 rull-time administrative
poaition can be expected to deprive the 1librarian of both
the opportunity for perzonal service and intensive in-
volvenent with the selection and resding of boocks., To
gaek career advancement, then, requires serlious ad justment
of one's early snd prinary motivation to deal dlrectly
w1th patrons and books and the behavior that will bring
the two togather, for full-time administration requires
attention to tasks of a different order. It can be
rationalized, of course, that adminlstration can btring
about new programs and introduce more people to library
gervices, but the gdminlstrator himself is not likely to
enjoy the personal satisfactlon of giving this service.
~The subordinates will have ths pleasure of Interaction with
patrons and processing moTre books, while the gdministrater
must seek his satisfaction in such things as planning

and the acquisition of financial support for services.

He may, ©of course, also enjoy the greater power that goes
with his particular set of tasks and relationships.

The sexual compositlon of 11brarianship is important

to every aspect of itbrary administration. Library work

is generally congldered to be a woman's oceupation, for

1lpatrick R. Penland, "Are your Attltrdes Showing?,"
T\brary Journal, LXXXVI. no. 2 (January 15, 1961}, 196.

12Joseph L. Wheeler and Herbert Goldher, Practical
Aministration of public Libraries (New York: Harper
Hotl y Pe B9
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only about twenty percent of librarians are men. On the
other hand, the vast majority of chief administrators of
medium-sized and large public llbraries are men. This
disproportionate representation has inereased greatly in
the past twenty-five years. There are many factors
invelved ln understanding the role of women as adminls=-
trators, and only the most general will be discussed here.
Librarianship iz generally reparded as a service
professlon, one in which the primary purpose of its par-
ticipents 1s to serve and provlde assistance to the public,
This aspect of the profession is thought to hold great
appeal Ior women and to be one of the major drawing points
for interest in librarisnshlp., It is gquestionable whether
this factor is any moye appealing for the Temale in
librartanship than for the male, but because there are
greater numbers of women in the field 1t 1s assumed that
the posslbility for service 1s espécially neaningful for
women., It may be argued that the "emotional®™ or human-
itarian approach of women in llbrarianshlp should give way
to the more dislnterested and "intellectuel® orisntatlon
of other professions. But one may questlon the necessity
or advisability of a disinterested professlconal approach
when eonsidering the purpose of llbrarlanship, Indeed,
one may even question the existential validity of the
functionally specific, affectively neutral and universalistie
characterization of professional.sclient relations 1ln the

treditional professions, such as medlcine and law,
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One factor which obvioualy and inhevitably affects
the role of women in librarianship ls the probabllity of
eareer interruption by way of marrlage and chlld-rearing.
The knowledge that she will quite posslbly leave the
professlon, for a time at least, tends to create a lesger
commltment to career on the part of a woman and hence a
less strong dedication to the profession per se. She is
1ass motivated for advancement in the field, and when
aha dogs assume an executlve role she tendsz to be oriented
to the loecal scene rather than the national professional
one, and more influenced by the routlne of the local bu-
reaucracy than by collegial control.13 The principles
of prolfessional autonomy are less meanlngful to most wonen
in librarianship than to their male colleagues, and they
ere less interested in the lntellectual content of the
profeszion than in the more practical applicaticns of
*how=to-do=1t.”

A furthsr ractor affecting the role of wWomen as
1brary executives involves the role of the librarian as
& representative for the organizatlon in the local polit-
ical arena, Women generally are taken less serlously

‘than men in this regard as many belleve 1t less sultaeble
for women than men to be invelwved in politleanl lnfightlng.

Women are theught less businessllke in thelr atfitudes

13Bichard Simpson and Ida Harper 3impson, "Women
and Bureaucracy 1n the Semiprofessions,* Unpublished
manuscript, 1966, pp. 51-59.
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and 1n their methods and because of this, as well as tﬁair
lesser carser commitment, may well be less creative in
the inltiation and lmplementatlon of long range planning.lu
Thia greatly affects the process of free commmication
with male trustees and officlals which is ebsolutely
eggential to the steady growth of the library organlzation.
Ones may even ask, "Glven that the professzion 12 regarded
as 'female* do male executlves enjoy less regard in this
respect than other male executlves?®

Finslly, an expectation of dlserimination in the
community power structure, along with the oft.times
6ompet1ng ramily role, tends to redice both the per-
formance and the aspirations of women in llbrarlanship.
Female librarians tend to be of higher medlan age than
do male, but the males tend to hold mere advanced degrees
and to be pald higher medlan salaries. Masters degrees
were held by 30% of female librarians in 1960 and by 623
of the meles. And doctorates were held by 11% of the
males and by only 0.5% of the females.1? fThis may reflect
somewhat the fact that late career declsions are possible
4n the library profession and that many women may choose

the field when the nacessity for such a choice becomes

%1y4a,, p. 36.

15Henry T. Drennan and Rlichard L. Doxrling, L&Egggx
Manpower: Oceupational Characteristies of Publlc an
Bchool Librrrians (Jasnington, D. C.:  U. 5. Department
of gealEh, kiducation, and Welfure, Office of Educatlon,
1966), p. 5. '
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cleanr following college work or even some poat-college

work experience., But 1t may alsc reflect the legser degree
of commitment to the profession on the part of women, and
thus affect the motivation and the performance level of

the wotmn library exseutive. In any event, the female
1ibrary executive cannot be said necessaflly to sustalin

a less serlous commitment or less dlsinterested orientatlon
to her work than the male executlve. On the other hand,
the female executlve certainly doeé not enj}oy the respect
of the predominantly male-led politleal and social structure
and is clearly at a disadvantage ln competing for the

1lbrary in the pollitical arsna.

System of Norms for the Library Administrator

Range of Professional Expectations

e leaders of emerging professions, in an effort
to confer a depres of status not yet achleved, tend to
posit norms that cammot be realized, and librarianship is
no exception.16 The conditions of emergerice alsc tend to
make for the development of norms that are amblguous,
that range {rom a very 1dealistic and general nature to
gpecific how-to-do-it standards. Glven the additlonal

conditlons of inadequate develorment of resources

16
Frank Alan Burtner, "The Vo.Agz Teacher: An

Inquiry inte the Status and Role of on Emsrgent Profession”
{unpublished Fh.D. disgertation, University of North

Carolina, 1957), P. 76.
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and technology as well as personnel, professlonal prac-
titioners are often vulnerable te structured role Btraln.

One of the most important ascurces of norms for |
librarians' behavior conslsts of formal statements and
informal articles authored by officiml llbrary assoclations
and eminent leaders and éduoators in the profession. In
1938 the American Library Associmtion adopted a Code of
Ethies for librarians which is still in effect in 1967,
although 1t is constantly under fire for being “too boy-
sooutish*, "toc idealistic~, and "not enforceable”.l?
There have been and contlnue to be proposals for revision
of the Code, but it stlll serves as s standard document
for use in library education and is consegquently important
in conveyiﬁg to students as well nms graduates the profes-
slonal ethics of their chosen occupation.

The Freamble to the Code excmplilies the vague and
overly general conceptualization of professional ethies
and professional identify.

The library as an institution exists ror the benefit
of a glven constltuency, whether it be the cltizens
of a community, members of an educaticonal lnstitution,
or some larger or more specialized group. Those who
enter the library preofession assume an oblligation to
maintain ethical standards of behavior in relation

to the governling authorlty under which they work,

to the library constituency, te the library as an
institutton, and to fellow workers on the stalf, te

17jonn F. Anderson, "Ethics: The Creaking Code, ™
Library Journal, XCI, no. 19 {November 1, 1966}, 5333.
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other members of thiellbrary professlon, snd to
scolety in genoral.

It 18 quite apparent that the llbrarlian i1s confronted
with the problem of developlng and malntalning satisfactory
Telationships with several different groups. How is he
to do this "ethically” when the interests and pressures
of these groups conflict? The Code does not and probably
could not provide such an answer, for the library admjr-
istrator has such an enormous number of different tasks
and relatjonships to rulfill that exscuting them compe~
tently or without compromising the "ethics" 13 an
expectation beyond reason. Por instance, two pre-eminent
library administrators have outlined no less than ssventeen
kinds of activities for the administrator in a major
textbook for the teaching of administration.l?

. 1. Directing an EDUCATIONAYL INSTITUTION whose
influence reaches potentially intoe avery homa,
organlzation and place of oeccupation. . . . Making
books and similar materials add to the thinking
power and intelligence of the people. . . .

2. PFnvisloning the whole COMMUNITY as awaltlng
fullest service; equally concerned and ln contact
with 1ts Industrial, buslness, laber, eclvle, soclal,
recreational, cultural end religlous groups, to see
that the library knows and serves them all. . « .

3. Actively COOPERATING WITH THE SCHOOLS and other

agencies to impreve the methods of teaching of
READING. . . to persons of all ages and abilitles., . . .

18Hy1113 E. Wright, ed,, American Library and Book
Trade Annual, 1961 (New York: H. H. Howker, 1960) p. 109.

1%heeler and Coldhor, op. sit., pp. 73-74.
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k, COOPERATING WITH THE TRUSTEES, who officianlly
constitute the library organization, seelng that each
takes some active responsiblllity for the general
polictes and adequate publle support of the library,
ecgpeclirlly when pressure for public funds calls for
courageous and aggressive actlon by librarlians and
trustees.

5. As head of g MUNICIPAL DEPARTMENT {(in fact 1if
not by law), cocperating wlth progressive municilpal
leaders in plans, projects, procedures, elther
directly or through the trustees.

6. MANAGING A PUBLIC BUSINESS in which buildings,
equlpment, and all expendltures for hooks and materlals,
but especially for salaries, are scrutinlzed with s
view to securing full returns teo the public, in an
efficlent and economical fashlien, evaluating ideas,
formulating plans and policles and making declsions,
objectively and soundly.

7. Operating a DISTRIBUTION SYSTEM of materiels,
1deas and informaticn aimed to reach the largest
nunber of people with the greatest number of worthy,
useful, stimulating books. . . .

8., ORGANIZING the units of service and the staffl.
s « laying out and dividing their activities. . .
dalegating and clarifying responsibilities and
authority. . . modifylng to adventage when opportunity
erises. . . sesking simplicity in overhead, and
avolding bureaucracy and empire bullding.

%. STAFFING with the most able collesgues. » +

16. DMscovering, encoursging, and DEVELOFPING STAFF
initiative, knowledge, and ablillty, and securing
fully adequate, , . compensation and recognition., . . ,

11, SUPERVISING and reviewing the administrative
METHODS end supervisery SKILLS of each department., . . .

12, Obsarving the SERVICE received by the publlc at
.each department, . . to be certain that the materials,
methods and spirit. . . shall be the most complete,
prompt and helpful posslble.

13, Drawing upon the best information and Judgment.
« =« to select @ stock of BOOKS AND MATERTALS adequate
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to the naeds and appropriate to the constant changes
in public demand, and developing within the starf that
thorough knowledge of books end thelr values. , . .

1. By constant forethought ettempting to see that
the library discevers and encourages the INDIVIDUAL
CITIZEN. . . to accomplish some definite purpose
in any worthy fleld,.

15. EKeeping the publie informed, and strengthening
PUBLIC RELATIONS through. . . varled forms of
FUBLICITY on the work of the library. .+ .« .

16. Developing himself through constant challenge
of his own vlewpolnts and methods, professional end
general readlng, and a sympathetic interest 1in
SCHOLARSHIYP An general made real by an avocation of
regearch ln somz field.

17. COMBATTING INSTITUTIONAL INERTIA in the community
and inslde the library, working for sound constructive
ghange, Cinding ways to overcome indifference to
social problems, but refraining from "librery evan-
gelism,” and not premitting the library, through any
representative, to become a soundling beoard for any
controversial attitude.

The authors are not totally unaware of the extraor-
dinary demands that thls list constitutes for the .
administrator, but like other writers they do not qualify
the obligatlons in any way, they do not assign them any
Frierity ranking, and they fail to previde any truly oper-
&ble edministrative technigques to fulfill them, They do
nsk, in deseribing the 1lidbrary director's dally work,

How can the librarian sthedule the followlng?
Planning and decisions on policy, activities,
methods, rules, ete, Conferences with trustees.
Considering reports from staff. Intervlews with
department and branch heads. . . . Pergomnnel
interviews with candidatesa for employment.
Interviews with readers. ,» . wlth outsiderz. . . «
Dictating of correspondence., And freqguent vislis
to see what geoeaz on inslde the whole library. . .
each item is important. ., . thinking, planning and
deciding get sgqueezed lnto nothingness in many
libraries. Time-stealing telephone erlls interrupt
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averything. And time has to be found for outsidae
viglts and conferencos which keep the library in
active working relations with the community. . . .
If there 18 any time lef't, there 1s professional
reading. . . activity in proressigsal organizations.
« » attentlon toc new books. . . .

The only solution to this dilemma 1s for the asdcoin-
istrator to give short shrift to many astivities and to
delegate many others to assistants. Thls requires that
he have competent personnal for the delegated tasks, while
in actuality he often has only one chlef assistant. Thus
the administrative structure follows a falrly standard
pattern wherein the director assumes responslibllity for
tasks and relationships largely concerned with groups
outside the library (the trustees, city officials, and
community organizations)}, while his assistants agsume
responsibility for managing most of the intermal afflairs
of the lilbrary. Nonetheless, the director 1s held respon-
gible for the internal menagerial duties and thelr
consaquences, and he can never long escape involvement
with them, This at best leaves him with a serious problem
of scheduling and planning his work in the area of
axternal 1ibrary relationéhips. However, personal
assistance, time, and avoldance cannct solve the library
executive's problems alone, for they arlse from the
avar-reaching and amblguous nature of the seaveral roles

he must play, His sltuation is quite similer in this way

to that of the acadenic sdminlstrator sbout whom Stephens

201h4q,, p. 80.
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econnants that few men can be vigorous partlclpnnts in .
conmunity activities and fund-ralising, and at the same
time be skillful exescutives of thelr organlzations,
maintaining awareness of developments in the fiald and
in the organlzatien, &nd judglng which desgerve flnanslal
amphasis.zl

Let us suppose, however, that the library adminlis.
trator enjoys a kind of "ideal” adminisgtrative structurs
in that he has a large enough subordinate supervisory
stal'f to teke care of the lnternal amunagement of the
libraryl_he 1 then free to assume the responsibilities
of the many external interrelationships necessary for the
adminlatration of the library. It ls lncumbent on him
to account for many things 1n this arena. He 18 supposed
to mcqulre the confidence of the power sgtructure in the
community and at the same time satlisfy the formel and
informal demands of the board and city offlcials. This
means that he must become a civic lemder, adequetely
particlpating in community planning and activities
wherever and whenever the opportunity arises. It means
that he is responsible for the flnanclal health of hls
organization, planning and preparing budgets for the

library. .

21p1ehard W. Stephens, “The Academic Administrator,
The Hole of the Universlty Fresident {(unpublished Fh.D.
dlssertation, Unlversity of North Carolina, 1956), p. 19.
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The Administrator ag Educator
Brd PrOLOLAT

At the same time, as the library is an educational
organlzatlon, the library administrater igs an educator;
this simple logleal proposlition constitutes one of the
major concerns and characterlstlces of the profession.

The library adminlistrator, Iln splte of having dutles that

ara primarily administrative in contrast with those of

the "line* professions, 1s expected to be a man of learning}
‘The ideal librariaen 15, T suppose, a learnad and
enthusiastic polymath - a man. . . who has much or
varied learning, but whom we nowadays may define as
the blessed mean between the two extremes, the man

who knows more and more about less and less, and
his opposite, Ege man who khows less and less sbout

more and more.
Thus, the llbrarian is not to be a "narrow" speclalilst
{althouzh Wheeler and Goldhor recommend, as do others,
that library administrators develop scholarly speclal-
1izatlong in item slxteen above), nor is he to be a
dllettante, Another prominent administrator writes,

Librarianshlip 18 a learned profession, and the library
exenutlve is or should ke, well educated and well
read., He has an obligation to hils patrons and to

his staff to be continually building on his cultural
background. He should beleng to the intellectual
elite of his community. At the same time his chief
role 15 to be o man of _actlon, who makes decisions

and gets things done.

2281y Frank Francis, "The Ideal Librartar,® Library
Journal, LXXVIII, no. 2 {January 15, 1963), 185.

23p, Russell Munn, "Present-Day Library Executives,”
Library Trends, VII. no, 3 (January, 1959), 398.
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Most 1library adminisirators assumedly enter their
ococupation at least partly motivated by a desire to read
and to be mccepted sz belengling somewhare in the "intel-
lectual elite of his communlty.” Tha question arises,
does being an Intellectual, especielly one af'filiated
primarily with a "safe™ and "qulet™ ilnstituticon, conflict
with being "a man of action"? A4As Telcolt Parsons has
pointed out, the librarian’s generic role is characterized
by conflleting straina to be educative {to press for
broadening the ilntellectual horizons of the commwmity),
and te be passlive (to be neutral, falr, and uninvolved
in controversy).za The adminlstrator as educator does
not function as a line professional, giving dally
tace-to-face service to patrons. The administrator's
educaticnal role is to educate the community, and the
board of trustees and the clty offlcials as to the vwirtues
and needs of the library as an educational organization.
In this sense, the adwmlnlstrator becomes a promoter of
sducation. As such he must be zensitive to the nany
needs of the community and alert to the present and
potential status of the 1ibrary in meeting thase needsx.
This means that he nust be knowledgeable about the communlty,

that he muat be able to assign priorities to the various

Zhpalcott Parsons, "Impllcoations of the Study,”™ in
Tha Climate of Dogk Sclection, ed, by J. Perlam Danton
{Bevkeley, CaliTornia: University of California Press,

1959}, p. 94.
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programs the library may offer, and that he muzt be able
to acquire the power to effect any such progress,

The norms of the profession emphasize the functlon
of the llbrary adminlstrator as a promoter, He 1is supposed
to be active and constructive in his community and work
with the loen) authorities in developing cver improved
library services for an ever larger library c¢llentele.

Some aspects of this rele function are made clear to him
in ways exemplifiesd by the formidable list of actlivities
ecited from Wheeler and Goldhor above. But briefly, if he
18 to successfully promote the library, the executive must
be famillar with the communlity and must provide planning
of library progroms and initlation of these plens.

Do librarians “"know thelr conmunity?® The answer in
the literature 1s uwncertain., The survey research of
Raegele indicates that they deo, that librarlans are gulte
aware of the various demographic, educational, and polltieal

factors in the communlty that affect the llbrary.25

Howsver, other studies report that librarians are generally
ighorant of the charaster of their communities and of
important economic and soclal developments about which
they should know.26 It is certain, nevertheless, that

administrators are supposed to be involved In community

25Nnegele. pp. eit., p. 87.

26Kcnneth E, Beasley, “The Changing Library Scene,*
Library Journal, LXAXVLIY, no. 16 (Scptember 15, 1963},
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asgoclations no matter how indirect the effect may be on
the 1library. The purpese is to cultivate friendly

relations with membars of the "power structure” 1ln order
to establish a more positive image of the llbrary and of
tha'librariaqs. The Code of Ethiesz takes notlce of this

a3 follows:

Librarians should encourage a general realization of
the value of llbrary service and be informed con-
cerning movements, organizations, and institutlons
whose aims are compatible with those of the library.
Librarians should participate in public and community
affelrs and so represent the library that it will
take its place among educational, soclal and

cultural agencles.

A Libraricn's conduct should ba such as to malgyaln
publlc esteem for the library and library work.

The proncunced moderate tone of the Code s quite
apparent in thls sectlen es it is in others. The probanble
reasen for this lies 1n the fear of political invelvement.
In.recent years, however, many writars have taken a much
bolder vliewpoint. While a few librarians have compromi ged
their professionalism by taking sides in actlve political
forays, too many others have avolded politics altogether
and retreated inte "negativiam and away from needed
poaitive action."28 Indeed, on the natlonal level, the

guccesses of the American LIbrary Asgoclation with the

27yright, op. cit., pp. 110-111.

2BNMorris Greene, “The Library in the Great Came of
Politics," Wilsen Library Bulletin, XXAVITI, no. 7 (March,

1964), p. 53%.
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agpletancea of many individual public library executives
have proven that librarlans can he very sophisticated
and knowledgeable politically in promoting federal legls-
lation for llbrary services., The great suecess on the
national level, and the evidence of the need for revitallzed
leadership on the local level have encouraged some librar-
jans to raoonsider the traditionally gquiescent political
stance of the occupation. ™. . . It 15 time to shuck
the nyth that worlking with polltlical representatives is
dirty business. . . We should spend far more time locally
in the offices of the men who make law and wield influence.
¢ « « Heverence is for professionals in relliglon. Tough
dedication 1s for library profesaionals.”29
Such exhortatlons notwithstanding, the practieal
problem remains for the local librarian to determine how
and what he shall d¢ in his own community. There wes
virtually no opposition to federal legislation for
Jibraries -- indeed, Congressmen vied with each other in
presenting bills to support llbrarles ~- but publlc librar-
les are cgsentimlly loecal institutlons, and the loeal
1library adminlstrator must work within the framework of
his particular community. "The problem of the proponents
of any public cause,® says Fhillip Monypenny, "is the

number, intensity and technlques of thelr o group in

2%yman Jones, "The Adumlnlstrative Consclence,”
Library Journal, XC, no. 16 {September 135, 1965), 354%1.
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relationsghip to the opprsition which 18 pursulng a contrary
purpese, ,» » . Thls concept of politics accepte confllct
as the chilef form of politlcal action and assumes opposition
for almest every pclitiéal proposal.“30 The practical
questions arising from this proposition are -- whe are
-your friends, who are your opponents, how doez ons muster
meximum support? Public libraries do have enough support
to be recognized as governmental activities, they do get
modest federal financial ald, and have managed to legally
prescrlibe minlmal standards for training in many states.
Libraries are small eompared with other public agencles
and sc represent litile politlcal threzt, they have 1ittls
involverent in state or federal politics, and they are
generally considered as "a good thing™. However, they
seem to have no "natural allles"; for the minority of
peocple who do use the library are rarely organlzed pollt-
1eally to support 1t, and the vast majority of non-users
for whon the library 1s a potential heneflt are simllarly
unorganized, And libraries do face oppositlon on the
1ocal leval; thelr appeals for funds are not met sympa-
thetieally by those whose taxes would be increased.
Librarians tend to fcel themselves that there ls no local
enmity, but that spathy rather thon hastility explalns

their Sallure to acquire great support. The answer ta

30Ph1111p Honypenny, "The Public Llbrary os a Pressure
Group," Illinecis Libraries, XLIII, ne. 10 (December,
19613, 722,
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the adminlstrator*s dllemma 15 almest universally the
game: Y. Be more realistic about the attitudes of the
public; itz hoestillty as well as apathy are effective
deterrents te library growth. 2, Develop a public
relations program that will Iinform both the vocel educated
minority and the less educated majority of the sctual and
potentinl walue of the 1library in the community. 3. The
library staff, ae & well.educated and organized group iz
capable of understanding the political systsm in which 1t
works and should ba &ble to mobllize its capacities for
political action by developing relatlonships with the
powerful groups and individuals in the community.jl' 32
The development of relationships with potentisl
*friends,”™ egpecially those 1n the “power structure,”
18 wldely consgldered to be of speclal importance. One
group that should be cultivated conslets of those who
elther directly or indirectly control loecal finances and
other aspects of governmment; that 1s, both the local offie
elaldom and the political flgures behlnd them wvhom the
librarian nmest often fails to cultivate, Librarians, it
18 sald, sheuld offer superlor service to stich potentlal

friends {althouzgh they should avoid "ewrrylng Tavor®t),

316uy G, Garrison, "Who are the Friends of the
Iibrary?," Illincis Librarles, XLIII, ne. 10 {(December,

1961), 717.
32Monypenny. ep. eit., 726.
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ge Well as the Chamber of Commerce, Hotary, the Communlty
Chest, and by regularly communicating with any end all
social, hobby, reecreational, and educational groups as
well as labvor unicens, the P.T.A, and the League of Women
VYotera. The librarian should let school boards know how
muech students rely on the publie llbrary for work on
dally assignments, he should show the Chamber of Commerce
that extensive marketing and industriel information is
avallable 1n the library, and he should show government
offlcigls, women's clubs, and wage earners how thelr
particular interests may be served by actlve use of the
library.3?s 3%

ihile pdministrators are aware of the desirability
of estgbllshing such relationships, they are alse aware
of the extrecrdinary amount of time and energy such a
progrem would entail. 4n executive 1s consldered by some
to be failing if he “spends too much time, thought and
enphasis on outside activities that glve him a sense of
tmportance. This 13 not to imply that an inslde admin-
gstrator is superior to an outslde adminlstrator; bath
have their polnts, and a well-balanced comblnation 1z

the 1deal.“35 Considering the pervasive tradition of

33¢arrison, op. ¢it., 713.
34M0nyp3mlyt op. C1t-| 730,
35Wneoler and Coldhor, op. cit., b. 47.
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alaofnegs and iszclatlon rfrom communlty affalrs, the very
great needs of public librariss and thelr dependence on
local support, 1t is 4difficult lor many administrators to
see how they can spend “too much tlme” on outslde activ-
ities?! Xonethaless, the norm to promote through communlty
and *"pollitical® activities and the norm to supervise the
operations of the library do present a problem of selecting
and balancing the executive's efforts,

Penland*s excellent survey of Michigan public library
executlves shows that the we Jority of librarians are not
primarily concerned with promotinpg cooperatlve educational
programe in the community, although such programs are
officially part of 1lbrary standards.3® ~Many 1ibrarians
are happy doing a small neat Job llke a craftsmen. . . they
remain handmaidens to learning and a prey to fads 1n
pProgram development.“37 Thiz state of affalrs exists,
Penland says, because iibrarlans de not feel the respon-
#1bility to help all citizens to become “purposeful
readers®. Yet stondards such &s these, wlth full profes-
slonal support, are eszsential to combat the local econtrol
groups in the community who want to reduce costs and pudblile

Bervlcea.38 The fallure to plan, whieh 1s in large part

36peniand, op. sit., 195.
371014,

38Hary Lee Bundy, “Conflict in Libraries," College
and Research Librarles, XXVII, ne. & {[July, 1966}, 256,
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the result of lnadegquate c¢riteria for c¢reating plans,
meang that most llbrariana live "from crisls to criaias*.
They rely on past formulas and lntultive Jjudgment to zo0lve
problems, and such solutlions are nll toc often haphazard
and opportunistic.39

Te promote in accordance with the professional norms
means that the librarlan must often lnitiate relationships,
ideas and programs as well as volunteer the services of
thes library to already exlsting communlty programs. Just
ag he is often reluctant to co-sponsor such actlvities he
12 reluctant to try the even more Adlfficult task of inle
tlating such action, of assuming leadership. On the other
hand, thare 1z evidence of other criteria by which
1ibrarians judge themselves and each other. For example,
a "good” ediinlstrator 1s one wheo “has an gfficlently
runnlng library; the clrculatlon department is pleased 1f
more books are borrowed; and the readers' advisor is
gratified when people ask hig advice. Iibrary service to
people 1s thereby fragmented and distarted. **0 Thus,
although the normz and standards of the profession empha.-
eize qualitative assessment of cne's work, llbrarians tend

to &58e3g thelr work 1n guantitative terms, compiling

3%paul wWasserman, *"Policy Formulmtion in Libraries,”
J11linois Libraries, XLITI, no. 10 {Dceember, 1961), 774.

J""5’Pexnlsmd.. op., eit., 195.
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*atatistics* on such ltems as clrculation of materials
and the number of raaders.ul One writer refers to this
as “librarymanship”. . . the "preoccupation with quan-
titatlve data*, which 1z supposed to be discarded and

replaced by programs emphasizing qualitative performanca.uz

Unrefined ¢irculation figures, for instence, have little
meaning. Are works by Henry Mlller, Borls Pasternak, and
Erle Stanley Gardner each equal to "one™? Where are the
sophlstlcated analyses of the characteristics of card-
holders, of thelr reading needs and hablts, and of =pecial
Jibrary services?

The inability or lack of interest on the part of
many llbrarians to adhere to certain norms of the profes-
slon -- to actlively promote the library in the community
and to plﬁn and assess thelr work In accordance with
professional standards -- presents a dilemma of broad
dimensions. Many administrators insist that the norms are
unrealistic, that they presume an unattalnable level of
finahcial support and an excessive variety of functions
for the executive. Probably the most important facter,
however, 18 one that 1s generally ignored; that is, the
structure of the relationships of the library and the

library executive with hls community, his hoard of trustees

1'1l{a.sapa.r D. Naegele, "Librarians; Obsgervatlons on
the Work and their Carcers in the Faciflic Northwest."®
{unpublished manuseript, 1859), p. 78.

uzBeasley. op. cit,, 3159.



79

and the local government. These relationships are almost
invariably assumed to be standard throughout all communi-
ties, It is mas Al the political and governmental
structurs of Amerlcan communitles were fized varlables
that could be manipulated by the executlve If only he
were properly motivated to do so. This is net the case,
for all pf these relatlonshlps vary considerably from
gommunlty to community and these varlatlons have not been
systematically analyzed for better understanding of the
executive'’s role,

The exesutive’s role and dilemmas, then, are more
eomplicated than they appear to be in the literature of
the profession. The executive must contend with the
professional norms to improve standards, but he has few
operaticnal guides or sancticns to fulfill these norms,
and he 15 ralatively isolated from the profession, unable
to enjoy whatever support might be fortheoming from
c¢ollegial contacts, Hls "image” and influence varles
with community sensitivity to the value of his organization
and oceupation, yet he 1s urged to promote the library
and to do so without compromislng it pellitically. He
must contend with local norms to reduce costs and operate
an "efflclent” organization. He is faced with the local
préssures and problems personally and deally, and these:
loenl pressures are consequently more sallent than those
of the profession. As a result, it is commonly felt that,

*The sdministrater ls fundamentally loyal first to the
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administration for whom he worke” rather than to the prof-

43 Evidence of the patterns and varlationa of the

fagion.
1library executlve's relations with the sommunity as well

88 hls board and loeal offlcials will be presented In

Chapter 1IV.
The Library Executlve's Relatlons with
hilz Boerd and Government

The foregolng discussion of the several problems and
norms of iibrarianship and the gencral role of the public
library in society outlines the framework within which
the library cxecutlve works. In any given community,
however, 1t is the chlef llibrarian who ls primarily
regponsible for the library In terms of satlsfylng both
the demands of the community and the standards of hils
oecupation. Indeed, in his community, the chief librarlan
tg "the” librarian. The library administrator is much
esteemed by his professional ¢olleagues and isg increasingly
respected in hls community. Present-day requirements lor
thils position include a professional degree ln llbrarian-
ship, administratlve professional experlence, and usually
some experisnce demonstrating leadership abillity, that
18, abllity to design and menage llbrary prograws. The
rewards for administrators are also relatively high. The
chief librarien's income 1t qulte respectable, at least

in comparison with other municipal or county officials.

¥pundy, op. cit., 256.
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The average (mean) annual salary for head librarisns in
cities of 50,000 to 100,000 population was $10,015 in

1966; the range was $3,922 ot $15,204. Librarians in
larger clties of 100,000 to 250,000 earned $11,379 on tha
average, with a range of $8,144 to $18,690, These
salaries are very nearly the same as those paid to other
local officilals, such as auvditors, controllers, recreation
directors, personnel officers and enginecrs; and they are
slgnificantly less than only thoge of the superlntendents
of schools and cliy manasers.hh The averare salarles
provide some indication of the lmportance of the chief
librarian. However, the raneses of salaries suggest that
there 1s a great variation In the community's evaluation
of thig position, with scocme incumbents earnlng from three
to four times as much as their colleagues serving similarly
glzed populations, More substantial insights lnto the
role of the administrator ln his individual community

can be obtained by examining tha varlous patterns of norms
to which he is subject in his special position.

The library administrater is obllgatad to work with
two distinct governing bodles in achleving the zoals of
the library: the hoard of trustees end the local govern-—
ment. His relatlonships with the local government are
usually divided yet further into those with the elezted,

legizlative body, and the appeinted managerial officials.

“uMunicipal Year Book, 1966 {Chicapcs International
City Managers' Associatlion, 196067, p. 265.
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The professional norms and goals may not be congruent with
any of these groups, and these groups may among them-
gelves dicagres about the goals of the library and the
proper behavlior of the library adminlstrator. The admin-
istrator will find only minimal guldance from the
literature of his cccupation in this complex interrela-
tionship. Following are realevant excerpts from the Code
af Ethics for Librarians:

The librarian should perform his duties wlth

realization of the fact that final Jurlsdiction

over the adminigtration of the llbrary rests in

the officially constituted governing authority.

This nuthority may be vested in a8 designated

individual, or in a group such as a committee or

board.

The c¢hief librarian should keap the gaverning

authority luformed on professional standards and

progressive action. Each librarian should be

responsible for carrying out the policies of the

governing authority and its appeinted exescutives

with a splrit of loyalty to the library.

Criticism of 1llbrary policies, service, and personnel

should be offered only to the proper authority £gr

the sole purpose of lmprovement of the library.

Earlier in this paper the overall legal jurisdiction

as well as the historiecal role of the board of trustees
was described. The library’s board 15 in most cases
appointed by elther the leglslative body, such as a
bosrd of aldermen or of county commlssloners, or the chief
elected offlcinl of the governmental unit. The board 13

1spally responsible for the library in the sense that it,

“Suright, op. elt., p. 111.
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rather than the libtrarian or the legislative body, hasg
the power to make the polleles of the library, especially
those concernlng its financilal affalrs, It is usually
also 1ts Job to appoint the chief llbrarlan who acts
both to inform the board of what he feels should be done
and te carry out the board's policy decislons. Nlpety-five
percent of American public librarles are governed by
boards, and 75% of head librarians are board appolnted.ué' b?
The librery i1s one of the faw publlc institutions wilth
such a legal arrangement that interposes a formal authority
between the executive of the organization and the executive
and legislative branches of the local government. While
the histerlcal reasons for thlis have been ldentified, there
12 reason to believe that thls governing structure 1s no
longer compatlible with present day needs. Does the board
truly act as & "buffer~, protecting the library from polit-
jcal involvement? Does it effectively feprasent the
communlty? Can it provide the kind of guidance that is
needed for library development?

Thesa and simller questions have arisen because of

the changes in llbrarianship and in local government in

uﬁﬂarold L. Hamill, ~Relations ith Local Government
Agencies,” In Local Public Library Administration, ed. by
Roberta Bowler (Chicago: International Cltiy Manngers®
Assoclatlon, 1964#), p. 52.

%74arry W. Peterson, “Public Library Organlzation,®
in Loeal Publie Library Administration, ed. by Hobarta
Bowler (CRLlcogot Internatlonal Uity Nanagers' Assoclation,
196“’}. P 980 .
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the past several years. To begin with, while there ls
general agreoment that the board's role is policy-making
and that it is the librarian'’s duty to suwggest programs
to the boards and administer approved programs, in prac.
tiee the distinctlon between policy-making and administrative
functions is not so sharp. Partly as a consequence, '
librarians have often baen lnclined to load boards with
detall and to carry on polley largely 1n accordance with
thelr own predispositlons.us Further, many stuﬁents of
the fleld clalm that relations between board and librarlan
Aopend more on local conditions and personalities than
on elther law or administrative machinery.

There are, however, several underlying characteristics
of contemporary public sdministration that have led to
the general reshaping of library-government relations.
They are (1) the concentration of city authority 1n a
single executive, [2) modern budget and filnance procedures,
{3) civil service and progressive personnel practices, and
{4) centralized purchasing. Thie growth in the complexity
of local government has led to the Introduction of Ainter-
mediary governmental offliclals such as budget bureau
officers who stand between the library and political and
legislative offlcers. At the same time, llbrary adminis-

tration has become more "professlonalized" -- more and

h8011var Garcenu, The Publie Library in the Politiemnl
Process. (A Report of the Publl& Library Ingoiry)
ThHew York: Columblie Unlversity lress, 19%9), pp. 82, 86.
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more librarlens are grounded In the prineclples and proa
cedurss of publlc edminlztratlion, especially those
concerning fiscel and personnel administration. The
professional personnel and finance officers ln local
government expect llibrarians, llke other governmental
agency heads, to "speak thelr languege®. Doards often
cannot communicate as effectlvely and consequently tend
to move out of actual library edministration (as had fre-
quently been thelr wont) and leave 1t to the professionals,
The mechanizaticn of technical services In libraries
further 1ncrpases the distinction batween the professional
and the layman, Furthermore, the wvery growth of libraries
in size, tha increased complexity of their operations and
pervices, and the l1arger numbel of branch facilitlies

geem to regqulre a more "professionzlized” administration.
Consequently, some adiministrators write that, like it or
not, thay are drawn inte the polltical arena by belng
brought inte the policy and procedural declsions of clty
or county managemenk.

There are several leatures of library boards that
add to the pressure for closer relatlonships tmtween the
librarian and the local government. A prominent factor
that effects the interrelastionships of librarians, bourds
and government is the asceptance in both law and litrary
tradition that librariens as professionals are subordinate
to lay boards and officlals, This gives rise to questlons
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about the relative merits of lay and professicnal knowl-
edpe and judgmonts, ss well as authorlty. Not enly may
boards be unab}e to grasp the currant problems and language
of modern administration, they also are frequently not
truly representative of the community, either in tarms

of thelr own goclo-economlic statuses or their willingness
or desire to conslder the interests of varlous ¢lass or
interest groups in the communlty. Boards are largely
upper middle c¢lass in composlition and essentinlly con-
servative and protective in thelr outlooks. Many board
members lack a strong enthuslasm for thelr positions anmd
as they are often “cavalierly appelinted and slmilarly
regarded“.hg they tend to be quiescent and unaggressive
in championing the cause of the library. In terms of law,
of course, the trustees are the primary representative of
the 1ibrary and governing offlclals are secondary.
Trustees, not the librarian, are gxpected to assume the
responsibility for such fundamentel problems as seeking
funds for the llbrary. Indeed, according to some critles,
if the librarian has to plead for funds, the trustees and

k9morten Kroll, "Public Library Boards of Trustees,”
in Pacirie Northyest Libprary Asseoclation Library Devel-
opment Projoect Reports. Vol. I: The Public Libraries af
The Facific Horthwest, ed, by Morton Kroll [Sealtle:
Unlversilty of Washington Press, 1960), p. 139.
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the public have both falled in thelr responsibilities)30s 51
Consoquently the librarian 18 by law dependent on the
board for acqulring funds, and 1s reminded by at least
some members of the prefesslon that it is "unprofesslonal
to beg®. He must, however, work with leglslators and

of ficials in planning the budget, and it would seem highly
unlikely that he would not at the same time be promoting
the interests of the library by trying to maximize the
amount of support he can get. This may not be "pleading
for funds,™ but i1t is also certainly not aveiding oppor-
tunities to promote interest in the llbrary's financlal
needs.

Many sdministrators feel that thelr boards are quite
uncgncernad about the library and are often reluctant even
to eppear at mectings. The llbrary executive in conbrast
is continuously thinking of the library. He is zlways
mindful of the atiitudes of fizcal authoritles and of the
gubordinate department heads who can make recommendaticns

to the appropriations authoritiez. 2 Trustees mnay be

50Cerald ¥, Joknson, "Role of the Public Library,"
in Fublie Library Service, A Gulde to Evaluation with
Mininum Standarle, American Libroary Association, Fublle
ILitrary Diviscion, Conmittee on Revislon of FPublic Library
Stendards (Chicago: Amerlcan Library Association, 1956),

PP xi-x11,

S5lagbert D. Franklin, “The Administrator and the
Board,"” Library Trends, XI, no. 1 {(July, 1962}, 64,

52Harold W. Tucker, "Administrative Antennze in the
Fifties," Library Trends, VII, no. 3 {[January, 1959),
408,
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primarily responslve to thea politiesl group that appointed
thaemp thelr goals may consequently be quite different
than those of the llbrary professzion or the library exec-
utive, Thisz is espaclally likely to occur if the bomrd
member 15 mainly mofivated to explolit his position for
the prestige 1t bringe him. In conmunlties with relatively
inactive or apathetlc llbrary cllenteles, the unresponsive
board and clty government can be very troublesome for the
librarian. Actlve clienteles, however, can provide great
support for the librarian‘s ambitions for hls organization;
they can by virtue of thelr political and soclal power
influence both boards amd governments to respect the
1ibrary's needs and requests.53 The support of an actlve
and sympathetic clientele may afford the librarian an
alement of political power and consequently ability to
initiate policy if he chooses.

Often the traditional role of the librarlan as belng
subject to lmey control is irrelevant. The questlion 1as
less what oucht to happen than what will happen in any
given situation., A "strong™ llbrarian with a "weak"™ board
may dominate the polley-maklng as well as the administratlon
of the libvrary, and a “weak®" llbrarlan with either a weak
or a gtrong board may make for little development or inno-
vetion inh the library. The usual definitlon of

paard-1ibrarian relatlions does serve a purpese as an

53yonypenny, op. eit., 339-340.
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organizational fiction or myth, especlally for recruits.
Also, it 1s effective 1T the board and other governing
bodies believe that there are profezsional areas that
should be respected., The llbrarlan gains additional
bargaining power If his knowledge and practlces, as a
professional, are considered essentinal and hiz decisions
and opinions ere consequently deferred to. The extent

to which beoards appreciate the professional nature of the
librarian 1s not known. On the one hand it is Telt that
boards should respeet carefully the librarian's superior
knowledge, and on the other 1t is felt that boards should
be actlve and strong, lnitiating policy end aggressively
promoting the library. It is generally implied in admin-
igtrative writings that the board's interests are allied
wlith thogse of the professlon and that there 1s little
confllct between the executive and his board in initiating
policy..

The ¢ity manager and his staff constitute a third
element in this complicated relationship. Only in recent
years has the role of this third party sttracted much
attention in the literature of librarlanship, zalthough
government by city or county manager system has been wlde-
gpread for pany years. Twenty years ago Ollver Garceau
wrote, "The fundemantal fact. . . about board and librarian
dealings with government is the profound ignoranée off

livrary business in eity hall or the county court, It
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ig very small potatoes in nmost cases."5% 1In Some commu-
nitles the library and 1ts board i3 virtually an autonomous
unlt with little relaticonship to the central government.
In most communltles the lmportance of the librory as a
sunicipal or county agency has been so glight, in terms
both of 1ts budget arnd the ecope of 1ts operations, that
1t has merited little attention from the government. Only
in the past decade or so, &5 the appreciation for reading,
*enlightenment®, continuing education, and the gtress

on independant study incremsed, did the importance of the
local library increase in the eyes of local goveynment.
This change meant that more money must be spent on library
programs, and that more knqﬁledge gbout the means of
operating the library must be acqulred.

With an informed, *llbrary-minded® clty manzger, o
11brary executive mlght expect to develop a far more _
productive relationship than he could with hls board.

City officials end leglslators might well guestion the
role of the pollitically appoeinted board of trusteesz in
determining the disposition of public fundg. With the
increasing emphasis on the professiohalizatlon of govern-
ment in genersl they might well be expected to turn to the
library executive as the chief authority on policy and

otrher budpet affairs rather than to the board. 1In this

Scarcenn, op. elt,, p. 88.



b |

sonse, librarlans are percelived and accepted as profes-
gionals in contrast with the lay character of boards,

However, one astute and experlenced administrator
has pointed out that there are zmerious deficlencies in
librarianshipy that constlitute poszible sources of
difficulty in the relatlionship between the librarian and
city officials. They include (1) the lack of authori-
tative writings for many areas of library administration,
{2) the pauclity of research -- policy often stems from
past procedures rather than from systematle study and
analysis of possible polieles, (3) the need for per-
forpance standards ~- present standards are szet for
minimum, barely essentlal levels of performance, ond
(%) the difficulty of agreelnz on personnsl needs, such
a8 the lack of wniformity 1n e¢lassifying professional work
and distingnishing 1t from non-professional work.55

In brief, the llbrarlan may be expected te have at
his command certain adminlstratlon techniques that the
prorfession has not been able to provide him. No matCer
how great his zeal, the lack of administrative abllities
18 a gource of difficulty in satisfying the demands of
his pozition. At the same tlme he may be expected to be
a promotar to a greater extent than ls cxpected of many
governnent agencles, such as the palice or sanitation

departments, The role of promoter has to be reconciled

55Ham111. op. eit., PP. £8.59,
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with the monagerlal role, the eoncern for unlt costs and
efflolency. The administrator can improve hls esteenm
with the government by ilntroduclng methods that reduce
unit costs, yet he should at the same time be lntroducing
new programs that will requira additional funds, To
economy=minded officlals of over-taxed communlties the
reduction of agency costs ls very aprealing, but the
request for money for new services may meet with little
gympathy or support. If the library's board, frequently
conslsting of property owners and large tax payers, alszo
iz reluctant to accepi the request for additional revenues,
the librarian i3 left with little support for ilnitlating
new services, However, he may find that there is consld-
erable gratification from all quarters in belng consldered
an efficlent manager of a *“flghtly run shlp.” Indeed, the
role of the efficlent monager is highly approved by the
profession as well.

Administrators conseguantly often tend to devote
thelr maln energies to improving the operation of the
library in order to effect economies which will allow
modest echanneling of these "saved™ funds into new services,
Hls appeals for more funds are usually moderate and the
result of considerable compromise wlth actual needs, but
he retalns a positive image of an efflclent and business-

like manager. In any event, the formal structure of
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library government glves 1litile evidance of what the
institution needs, of what must be done to malntaln or

develop 1t, or of who contrels 1,56

Summary

Some of the conflicts of the library executive ean
now ba brought mors c¢learly inte focus. FHe must deal with
a board whose decgires and ablilities 1n librarianship are
often Insignificant when compared to his owm. Most boards
have nejther the tralning nor the time to sat policy for
the library, and, as Kroll points out, "1t 15 our Jlmpression
that the boards of the most active, and by most standards,
most successful libraries were those who recelved thelr
spark and many of their ideas from the librarlan,”57 on
the other hand, the board of trustees is invested with the
legel peower to control library government, and although
the librarian often ¢lrcuwmvents the board in dealing with
both the public and the local government, he must remember
where the formal power llesz in gorder to maintaln a
gatisfled, useful board for hls orgenizatlon. Thus, there
exists a very delicate siltuation with which the librarian
must deal lnoffensively if he is to lead the board in
reaching his objectives with the local hlerarchy. Further
confllcet arises as the board acts as a buffer between

government and the librarlan. In his study of libraries

5%ionypenny, op. eit., 339.
57kro1l, op. cit., p. 142.
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in the Pacific Northwest, Xroll drew some contlusions
which may well reflect the gtate of llbrary executlves
nationally.

The concept of the board as buffer or shiesld weould
eeen to us to be in confllict with twoe recent trends
in the world of librarlanship and American public
11fa, In librarianship we have secen the growth
and ascendancy of the professional librarian, a
parson trained not only ln the technlcal skills of
her profession but 1n administration as well, a
person who should be competent to plead the cause
of her institution and 1ts program before city
officlals; cerkainly the professicnal librarian
should be capable of malntainin~ a close adminls-
trative working relationshlp with muntcipal officers.
At the same time we have seen the development and
growth of professicnal adminlstration in the field
of loeal government. Hore and more, especially ln
the offices of mayodrs and city manapers, we sae
professionally skilled personnel, flnance and other
of ficers who bring to the clty a desree of profes-
glonal competence and the stronz ethical commitments
that characterize effective governmental sdminis-
tration as well.

We have no 1ntentlon of exapgerating this trend to the
point of nalivete., . . . We know full well that a
number of eities in the Pacifle Northuwust leave much
to be desired in the way they are run. At the same
time, to consider tt a primary function of the

board to act as & buffer between llbrary and councll
is an anachronism we should dlscard in princlple.
Most of the competent professlenal librarians in

the repgion are more than able to plead their cases
before all comers, and they do well as negotlators
and bargalners gith their peers on other levels

of government.5

More specific causes of conflict and the methods employed
to deal with them will be discussed 1n the followlng

chapter, as data gnlned from the interviews with indlvidual

1library executives ere elaborated.

58¢ro11, op. cit., pp. 176-177.



CHAPTER IV

THE PUBLIC LIBRARY ADMINISTRATOR:
INTERVIEW REPORTS

Introduction

To thils point we have examlned the dutles and the
norms of the library executive and the general structure,
formal and irformal, within which he works, as descrilbed
1n ="ideal* terms by the literature on adminlstration of
libraries and with some informatlon bosed on survey
resaarch, With the date from panel Interviews we can
appralse more clearly the actunl interpersonal milieu of
the library ezecutlve as well as his percelved focl of
role pressure and strain. Additlonally, facts about
selected personal tralts are ldentified. Ewmphasis is
on the expectations of the executive, his norms for the
role, and the kind of behavier he considers eppropriate
for resolving role eonfliet, to the end of describlng

a modal type of library axecutlve,

The Kodal Publlec Library Executlve

Backrround Characteristics
Eﬂi Careor

of the nine adminlstrators interviewed, six were

male and three were female, The women were somewhat older,



two in the 50.5% year and one In the 40-49 year groups;
while four of the men Were between 40 and b9 years old
and two were between 50 and 59 years cld. All but one
of the men were married and one of the women was married,
All had acquired an advranced professionsl degree in library
sclence. The average mumber of years in administration
for both sexes is about 1% years. However, only one of
the women had any previous experience on this level (for
three years) while only one of the men did not have pre-
wvious experlence. Three of the men were completing their
second year of work ln the present position with from
6 to 12 years expericnce 1n a simllar position in another
community., All three of these men had replaced women in
thelr present pesitions, The average tenure for men in
their present positlon was 10 years and that [or women
was 15 years. MNearly all of the previous sdministrative
experience of the men was Iln nearby libraries in the state,
although three of them had worked for varying perlads 1in
other statbtes.

Four members of the panel were natives of NHorth
Carolina, two were born elsewhere 1n the South or
~ Southwest, end three in the Midwest. HNone of them felt
that their place of blrth affected thelr relationships
in the community serlously, but dld feel that in many of
the reglonal *rural"™ or smaller publle libreries not belng

a native of the arem can mean not belng accepted readlly,
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for the ldea of o "stranger” ln the community would be
labaled “foreign® and would be grested unfavorably. One
aduinistrator suggested that it nctvally helps to be from
another community in order to help avoid identification
with one or mnother intsrest group. Another finds that

ha 12 expected, as a "native son" and member of a prominent
local family, to participate much more in c¢ivic and social
groups than would otherwite be the case. Indeed, the
demands are often so frequent that they distract him from
his work. On the whole, however, this kind of loeal
afriliation 13 found te be helpful In galning access to
many communlty organlzatlons that may be of benefit to

the llbrary.

All felt that thelr commumitles were too “sophis-
ticated™ or "urbane* to care about the origins of the
1librarian. It should be noted, however, that there are
some sectionnl differences that are relevant. The eastern
part of the state 1s reputedly more conservative, polit-
$cally and soclally, than the central and western
gections. It was settled earlier and has many well-to-do
families of early descendants. It 1s a reglon of small
towns and small citles wlth agriculture prior in importance
to industry. (Relustance to promote economic improvement
and growth has provoked eriticism from the state capital).
Iibreries 1n this reglon ara very modest in size, almost
exclusively staffed with women, and exhibit 1ittle of the

vigor and plamming characteristics of the central region,
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egpcelally. Librarles ore apparently concidercd lees
important here than Iin other regions: they are considered
primarily useful only to women and chlldren and consequently
command little publiec attention and publiec support.

These executlves have had many cccupational alter-
natives to their library cereers, and the majority of
them had early work experiences in other fields, notably
teaching and business. 4ll of them, however, had been
exposed at college age to the possibility of a library
carecr, amd those who went on to teach or work in other
areas returned in their late twenties or early thirties
to libraerianchip and have remained there since., All but
one are firmly committed to librarianship as a veocation
and career, and all intend to remain in adminlsgtration
rather than turning to other activity in the field, "It's
811 I know how to do,™ was a typleal response of the men,
and both men and women felt that they were definltely
needed in their posts. The administrative aspects of
library work were not as clesrly satlsfactory to the women,
but none of them serlously was consildering changlng Jobs.
only one respondent felt that "1f he had it te do over
again® he would elect ancther career; for him the intel-
lectual charscter and disclpline of sclencs make it a
prefereble rield of work. There are, however, important
sources of rersonal dissatisfaction with administrative
work. Teoo many btasks and too many "contacts" are regquired.

Unlversnlly thesze executives felt that the authorities



over them did not ndequately understand or support the
library. They were extremely realistic, however, ond
were quite willing to accept many of the excess demands,
but did feel very dismayed that their work was not prop-
erly appreciated. The isclaticn from other professgional
librarians, the low prestige of the profession and the
iso0lation of librartans from many parts of the community,
and the executive's 1soletion from his "publle® were also
sources of some dissatlsfaction. Everyone found his
strongest source of gatisfaction in glving "service®.
That the executive's role 1n providing library service
largely conslsts of developing “good™ relatlons with out-
gide offilcinls and the board was not so consistently
parcelved by all members of the panel. On the other hand,
"running a tight ship®, malntaining discipline and morale
within the library and demonstrating effective and
efficlent management were clearly seources of pride for
meny. Stability and continulty of work, working with
books and literate patrons, & pleasant "atmosphere" --
all are conduclve to satisfactory conditlons in thils

position.

Status of the Administrator and
AttTtudes Towards hils hole

Tha three women administrators felt that they

ranked very low in esteem in comparison with other

administrators in the community government. Although all
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were treated ordlnarily in a courtecous fashion, ag one
woman put it, ="only the dog catchar rates lowert®™ 1In
eontrast the men felt that they ranked somewhere near

the middle or the top -- the fact that the library is
considered a "female” organization limited thelr preospects
for marimur prestige, but in spite of thls they relt

very highly respected. In communities with many other
governnent adminietrators, the librarian may rank rel-
atively lower than hils colleagues in other towns. Indeed,’
nost of the men felt that much prestige 13 earned by the

irdividual in any community. He may be initially considered

8 well- educated but "lnnocent nut®, but 1 he does his
Job well he will become gulte respected,

While the educatlconal level of llbrary executives
1s important in commanding prestlge, the slze of the
library staff and budget is relatively small, FPolice
chiefs especlally are often far npore estcemed because of
the size of thelr orgenlzations and the presvmably greater
responsibllity and memnagerial ablllty. The salaries 6f
executives 1s one 1lndicator of the value placed on their
worth to the community. MNale interviewess average
epproximately $12,850 a year; females, about $8,600.

IFew county or munlecipal offielals {(city and county man-
agers, directors of public wellare) earn mcre than this,
while salaries for such posltlons as accountants and
police executives are about the sane. The male llbrarlans

are by and large employed in larger communities than
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the females, and govermmental salaries generally increace
with city gize. UWhile Lhe female librarian salary average
1s greatly under that of the mals, the difference between
salories for female librarians and male officlals 1n the
ganme governmental jurlsdletion is net zo greatp 1ibrarian
salaries for executives 1s 1n the top half of salary
rangeg in all communitles, 1In fact, the sverage annual
salary for all publiec library heads 1n thls state is only
about $7,000 1f we include the smallest municipal, county
and reglonal 1ibrary systems.l
Tha library executlve 1ls a very busy person, faced
dally with a lsrge number of routine and new tasks. With
the exception of two female directors, they felt that the
mozt important of their tasks involved relaticnships
with inilviduals and groups oulside the llbrary, sespecially
the btoard and city or county offlclals. These relatlone
ghips are primarlly concerned with acqulring more financlal
auppoft for the library, elther directly as in planning
budgets or getting advice on particular items in the
budget, or indlirectly through public relations meetings,
consulting with relevant persons about the existing and
planned services of the library. Second in importance

to this majority -- and first to two of the directors --

1Eltzabeth Pace, County Salaries in North Carolina
{Chapel H11ll, Morth CarcIllinan: TInstifule of Government,
University of MNorth Carclina, 1966}, pp. 52-54.
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1g internal management, the supervislion of steff and
*lgvelopment” of relationships with the staff.

The dimension of time as contrasted with importance
characterizes executive tasks quite differently: only
one director claimed that external activities teok up
mest of his time! Internal management, including em-
ploying and meintaining staff, "clerical dutles™, the
preparation of reports and plans all take up a great deal
of the time of thess executives. This 1ls due te the lack
of adequate middle managerial positions that should
account for much of this work and to the rapild growth of
geveral of these libraries. Uhile all welcomed the new-
found, albeit modest, funds and services from federsl,
stata and local sources, they found that a great deal of
work necessarily spent on tho preparation of reports,
gtatlstical cémpilatlons. alternative bullding and budget
plans and the like interfered wlth what scemed to thenm
to be more impertant -- the involvement in relationships
that wlll bring more immediate and effective rasults,
relationships that nust be established but that are too
often precluded by the demands of preparatory and even
@lerical tasks.

The range of "internal* versus "external® activitles
varles conslderably, however. One dlrecter does spend
the major portion of each day ~-- and evenlng =- with
groups ocutside the library in promoting and explaining

his organlzation., Another ls esgssentially an *ocutside"
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man; although he gpends somawhat more than hall of his

time with his staff, the time_ls spent with staff super-
vipors in determining managerihl policies and procedures --
thelir executlon and the supervision of all tasks 1s left

to these supervisgors. Other directors, however, spend

as much as half thelr time in supervising staff operations,
gelacting new materials for the library, overseeing plant
maintenance {even janitorlal services!), and even typing
thelr own reports.

When asked what they would tell a person ﬁho wes
consldering taking a similar position, asll emphasized the
need for a 'sénse of mlssion®, a strong motlvation to
perve In splte of the demands of the Job and its frus-
tration, both in terms of lack of gosl attalnment and of
havlng edequate time, staflf, and materials to work towards
the goals in a truly "executive® fashion. OCne must not
be “emotional™ or one will fail. A “bookish" person may
not be happy as an admlnistrator; there is little time or
energy left for reading or opportunity to communicate about
reading with library patrons. One must be a salesman as
well as a managerjy buslness experlence ls ¢onsldered
ezpeclally helpful. In additlon to the loss of pleasant
contscts with patrons and books, one finds the relationships
with boards often problematlc, even hostile. As one

very experienced and respected director said,
*ddministrators are not trained for thelr Jjobs. They
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Jurt grow into them as the }ob grows.* Considerable
frustration 18 felt beceuse of the nature of the Job
itself and because of the lack ¢f breparation for it. In -
splte of thls, 1t wlll be recalled that acne would seri-
. ously conslder changing Jobs and that they find thetir
work challenging and thus rewarding, in splte of the
_frustrations. '

While adminigtrators enjloy considerably higher pres-
tige than do thelr subordinate staff members, they find
that the generally low publle valuatlon of librarians di-
minishes administrative prestige and power. Generally,
the negative aspects of the image of the librarian in
the community include *rigldity”, over-smrhasls on rules,
gentility, a *“willingness to work for nothing™, btelng
*over-intellectual and not hard working like ministers
and teachers”, and a laeck of warmth. At ﬁhe same time,
aduintatrators rfelt that the positive image of librarians
hald by the majority of the library's patrens stands in
direct contrast -- that librarlans are extremely helprul,
®it*s the only public agency 1n town that glves cordial
peracnal service,” that they are knowledgeable and
resourceful, courteocus and industrious! Younger members
of the community are more likely to regent the disclipline
ard "qulct* rules of the llbrary. Nearly everyone [falls
to understand the distinction between the professional
and non-professional staff, expecting non-professlonals

to glve profesgional service and becoming impatient or
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regsentful when their requests are frustrated. More ond
more people see the librarian as a research speciallst
and consequently expest more of him and respect hilm more.
While thls lamprovament of public esteem is welcome, most
sdminlstrators find that the shortage of professional
personnel creates considerable public resentment. PFur-
thermore, as the reading and research requirements of the
public inerease in scphlstlcation, the level of knowledge
 and education of the librarlan must be advanced; some
administrators felt that the quallity of training for
librarians 18 becoming inadegquate for growing intellectual
denmands.

In most Instances, the library executive finds it
difricult to *get himself tmken serlously®, Feople
generally respect him and are at least moderately inter-
ested in library affalrs, but they do not asccept him with
the degree of importance that he feels is appropriate.
Many pecple who might be expected to “know better” are
often surprised to learn that library executives are paild
as well as they sre, The best way to acgqulrs respect 1s
to be able to talk in business-like terms with city
pfficlals and buslhessmen. NMen with business backgrounds
feel that they have a distinct advantage 1in developing
personal and organlzatlonal relatlionships. It is far
saster for men to "mix” and to "wheal and deal® than it
1e for women, but men executlves expréessed rather more

concern and indignation about this than did the women.
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Women executives were aware thet they were pald less

than thelr male colleagues and that they will probably

be repleced by men. However, they did not fael that the
library suffered in any way because the head llbrarian

was female, The community and 1te government, they

pointed out, expect the librarian to be reserved and unag-
gregsive, and they respect a “good" female admlnlstrator.
Thay did regret not being able to cultivate Informal rela-
tionships with important community officials and understood
that these would be very helpful to the library.

Whether or not 1t i3 easier to get salary increasas
and allied benefits for a staff member who 1is male 1s
uncertain, The ilmplication ln many sltuations is that
the administrator does not make an issue of the sex compo-
=ition of his staflf, but feels that males can and do
command more money. In somne commuwiltles the distinction
is made qulte cleasr by offlclals’ responses to requests
for lnereased salarias such az "she's gaetting enough for
a woman.™ Nearly all administrators were troubled by
an additional complication, the public assumption that
male librarians may be “effeminate” or homosexzual. Feusale
adminlstrators were perhaps more sensltive sbout thls than-
males; they have had sdmonitions and lears expressed by
board members and clty officlals even when no male librarian
had aver been employed in the communlty. Male admin-
1strators expressed less concarn abent this problem,

slthouzh they, too, had been confronted with it. Ten
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years after his appointment one adminiztrator was told
by a friend, whe had been of primary lmportance in his
baing appointed, that prior to his appointment it was
asgumed that belng a male llbrarlan "he was probably a
pansy® and that he had been nearly eliminated from being
interviewad for the position. The ten year perled had
svidently made for a strikling change of opinlon about
male librarians in this community. Other male librerians
reported similar 1f less dramatic incidents in adjusting
to their communities. Thp rate of replacement of feamalae
by male librartans suggests that while the fear of male
librarians still existe it is not as important as the
feeling that the Job calls for a man rather than a woman.
Further indicetion of the respondents' attitudes
about their positions appeared in thelr comparlsons of the
1ibrary with other organizations. The public school
system and other educational organlzations were sald to
be "most like® the llbrary, but there was also & great
denl of feeling that businesses are also slmllarg élthough
the goals of buslnesses and librarles were not seen as
being at all the same, conducting library affairs in a
business-llke manner with appropriante concern for modern
fizcal and management methods was qulte important teo the
panel, On the other hand, businesses were anlsc ldentified
as belng "least like® libraries in that businesses are
seen as "selfish", *out for profits™, and rarely con-

cerned with intelleotual problems. Organizatlons such
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ag the American Legion and the KuXlux Klan were also fre-
quently mentloned as belng quite the opposite of the
library 1n their rfunctions and purpeoses. 3enaltivity
to such organizations which have often acted ns censors
or otherwise oppored free expression of thought and reading
in these communltles was very strong among most adminles-
trators.

The features of a “good administrator” veoliced by
the panel emphasized the llbrarlen®s sense of mlssion, the
need to like worklng both with people and with books.
Buslness~orlentation wes alsc almost universally mentioned
as a means of effectively and efficiently dealing with
people and handling the many aspacts of management, Imag-
ination and aggressiveness in devising programs, handling
gtaff problems, and developlhg improved relatlons with
all ocutside groups were wldely clted as lmportant. Humile
ity and "control of temper* are considered important also
in contending with the frustrations of plans and goals.

But what mlght an adminlstrator do that would
qualify as unethical or unprofessional? Op this point
administrators were quite unclear. Whille an administrator
should be buzlnesslike in many ways, he should not be
imitatlive of businessmen to the point of denying his role
as an educator, as a promoter of naw ldeazs through the
gelection and promotion of books. As such, censorship
and generally not adhering to professional "ideals™ 1s

coneldersd unprofessicnal. Concelving of anything more
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specifically "unprofesslonal® seems to be problematict
only one edministrator eclted relations with trustees and
government, declaring that the unprofessional lidrarian
1s one who is not alert to theilr attitudes towords the
library and properly responalve to thass attitudes. Three
respendents felt that too many such administrators find
the library a refuge for a qulet gentsel life at the
expense of a stagnant and highly lnadequate llbrary program.
The guestlon of senctlonz was almost lnconcelvalbe
to the majority of adminlstrators -- several felt that
any librarian's unethical or unprofessional conduct would
ba sanctioned by the local board of trusteaes! Others
T'elt that theo profession should take some punitive action,
such as disguallfying the 1librarian from further practice.
All felt that the applicatlon of any sanction by the
American Library Association or any professlonal organ-
1zatlon was totally unfeasible then and not toc likely

for the future! |

Relationships with the Public
Not surprisingly, only one of the intervliewees had

any kind of scheduled respongibility for publle service
work, such as reference or circulatioh dask duties., The
majority had 1ittle contact of any klnd with library
. patrons, although &ll "leave thelr door open™ to the
public. Most complaints as well as requests are handled

by someone at the lower or intermedlate stalf level. All
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three of the women a&ministrators felt that they should
" be in contact with the public more frequently and tried
to eatablish more time for meeting patrons., None of ths
men felt at all chagrined at their Infrequent patron
contacts and, indeed, most felt that it simply was not
“their Job™ &0 be involved in public service of this sort,
especlally as 1t was llkely to be at the expense of the
special tesks vonstituting the trues dutles of the adminlis-
trator. It ls quite clear that women administraters
generally missed the affect lnherent in personal patron
service, while men found most gatlsfaction in thelr
adminlstrative level interpersonal and task relationshipsa.
The members of the panel ranged widely in the number
amd kind of relationships they have in thelr respective .
communitles. They were all expected by thelr boards and
by community groups to perticlpate in some communlty organe
izations. Hearly all the men were not only expected to
Join Rotary International and similar elvic groups, but
were often strongly pressured by bomrd members to partic-
tpate actively. The Chamber of Commerce also ranked
high for a few of the men. The women edmlnistrators were
expected to joln "cultural orgonizations™ or te support
their actlvitlies through publicity in the llbrary. The
men, too, were often lmvited to support such groups, but
tended to spend more tlme with the male civic groups,
notably Rotary Club, an organization of very hiph rank,
whieh does not allew participation by women. Half of



in

the Intervieweesz had some peneral or speclal educational
program for tha communlty. The devolopment of such organ.
izatlonez or programs was by no means universal; some
communities had very active study commlttees while others
had none, but the apparent tendency was for such groups
to invite head librarians to particlpate when guch groups
were formed. This and other evidence suggests that the
. 1ibrarian 1s perceived by the community as an educator.

~ The patrons of the 1libraries in the study were pri-
warlly mlddle-income, well-educated, whlte collar peeople,
However, lover-class usc of the llbrary was reported ma
inereasing steadily in many communities. While some of
the increased use on the part of the less well-educated
was accounted for by whites, the majority of the new
e¢llentele conslisted of younger Negroes anxious to improve
thelr 1lifz echances. Lowar class readers, secondly, tended
to be more serious readers, in that they used the library
for additional learning rather than recreaticnal reading,
the sdministrators felt. One administrator expected that
the library clientele will be predominoantly lower-class --
white and Negro -~ in the not too distant future, but ne
other interviewees shared thls expectation.

Of the various functions of the library, the publlec
approved most the general reference servlees and the
apecial attention glven to pre-schzol and sehool children,
Adults appreclated greatly the service given to thelr

ehildren, and young people were heavy users of the library
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in all communitles, but they were also approciative of

the sgpeelal reference service in the librarles that had
been able to bulld up the stalf and collections to provide
such servlce. The public, however, falled serlously in
the eyes of the admlnlstratoers to underztand many very
fmportant functions of the library. Speciael historical
materials, "seriocus” modeorn literature, and even book-
moblles were c¢ited as Instances. Special programs, such
as the Great Books programs, varled widely in thelr appezl,
meeting with great success in one community and wlith next
to no eppreclation in ancther. Only five of the libraries
ventured to offer such progrems with any regularity,
partly because of public indifference and partly beacause
of insufficlent library staff and funds, or interest on
the part of the staff.

According to the intervieweces, the majority of
thelr libraries were consldered by patrons primarily as
educatlional rather than recreaticnal in nature, but this
riew 1s quite recent in many communitles where the emphasis
has been on uslng the llbfary for recreatlonal reading.
The increased interest in “serious™ ryeading and "research”
in recent years and the "upgrading" of library colleations
have presumably led to this basic change 1n tha publie
view toward the library. Nonethelass, 1ibrarians feared
that many segments of the publlc will never consider the
library as primarily an cducatlonal institutlien, but

centinue to expect of it casual reading and other materials
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eggentially for personal entertalnment. Boards and gov-
ernment officlals generally conslder the 1library as belng
primarily educational in nature, but there was no firm
or elear consensus on the matter., Many elected officlals
view the 1ibrary primarily as a dignified recreational
outlat even in communities whoge llbrary public takes

the library more seriously.

In gpite of the modest proportlon of the general
population that uses the public library and this clieniele's
wicertaln appreciation of the library's functlons in ldeal
professional llbrary terms, there was no doubt emong the
sdministrators that the communlity fecls very strongly |
positive about the library. Not one felt that the library
would close its doors except as the result of some ex-
traordlnary disaster. Closing the llbrary would cause a
*wajor catastrophe*, would ralse a "fantastie howl" in
the comrunity, and 1t would be restored at once —- probably
stronger than 1t had been. The library publie j= small
but would presumably be very voeal and powerful under the
pregsure of such a situation.

The strongest gupporters of the iibrary may or may
not be formally organlzed. In some communlties the librar-
¥'s "best friends” are families or housewives. In others,
the trustees are perhaps the only strong “friends”. In
the majority of cases, however, other organized groups
such as the Rotary Club, the Amcrican Assoclation of

Unlversity Women, the Junlor Chamber of Commerce, the
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Junior League, Hadascah Society, the Parent-Teachers
Assoclation and the League of Yomen Voters, in addition
to formally organlzed Friends of the Llbrary groups,
demonstrate regular and strong aupport of the library.
Many of the members of these groups (or their wivesz) are
politically influentlal, and are consequently very helpful
in eastab}ishing & base of communication and tnfluence
for the likrarian and the library.

In only one communliy was there any orpganized
oppositicn to the library,., except perhaps in i1sclated
and 1nfreguent lnstances. Thls does not mean that the
library amnd the librarlan were Iree of threatcned hog—
tility or oppesltion, for the potentlal was felt by many
administrators, If not all, One librarlan has endured
for years the regular and highly crganlzed harassment
from a John Birch Society chapter, Ilnecluding television
and radioc breodcasts attacking the library and the
librarian. Although the llbrarian has been able teo
respond with effect (the attacks were usually based on
false and falsified information)}, the strength and
determination of this organization is such that the
attacks continue. While other librarians have had no
experience of this order, they expected that it could
happen and were at }east mildly apprehenslve about the
possibllity,

The major gource of oppositlion stems from a general

publie apathy toward the library, leaving it wvulnerable
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to attacks from ad hoe groups of property owners who
organlze temporarily to oppose increased taxation or bond
tgsues that would benefit the library. The oppozlticon

13 not agalnat the library per se but rather agailnst
paying higher taxes for nearly all loenl public lmprove-
ments, When proposals for new builldings and simllar
improvements for the library arise, the llnes of support
and opposition are often mixed. Yhlle mary of the middle
and upper-plddle class leaders ol the community tend to
support the library -- especlally the professional and
managerial occcupational groups who are not usually large
property-owmers -- some of the ordinarily milltant *right
Ming® leaders may be counted on to support the library,
too. .

Thls was accounted for ln at least two communitles
by the fact that the llibrary may be scen as a very pos-
itive asset to the community In attracting new business
and industry, especlally those heavily manned by
white-callar workers who are expected to look for sultural
advantages, ineluding goed library service, in the com-
punity, In one of the larpger communities the commerce
exacutive responsible for gulding industrial proapects
around the city invariably included the llbrary as e
prominent part of the itinerary, and he regulerly come
mented to the llbrarlan that thls was one of the prize

resets in prometing the community as & new site for sueh
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prospects, In smaller ¢communitles the advanteage of the
librery wes not so clearly undcratoo&. One administrator
reported that the clty manager had expressed puzzlement
as to why hls prospective business leaders inquired about
the library and asked to ses it! The library in this
conmunity wes one of the most poorly supported in the
state. )

The support of labor unlons was not of any great
. importance. Union membership and strenpgth are very modest
in the state, and whlle several local labor lenders are
knovn to support the library and to encourage its use,
thelr influence 15 not nearly as marked as the strength
of the professlonal and business leaders. Llbrary admin-
;strators have rarely souzght out labor union leaders for
their support and seem generally unaware of the possi-
bility of pupport Tfrom this quarter.

Administrators have felt free to solicit support
from individuals end organizations and to take advantage
of any situation that will afford an opportunity to
publicize the services as well as the needs of the library.
However, they have baan rathar selective 1n these atten-
tlons; the boards and the administrators both felt thet
any exposure of the library to the public ls good but
they tend to restrict themselves to meetings with
riddle-class civie organizatiens, hobby and fraternal
or scclal groups, and the few educational groups in their

communities, No administrator has felt that it has been
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necessary or approprlate to alr any problems or grlevancea
with the public through the news media or with thelr
collesgues in the professional literature, but they felt
that they were free to do se., The boards might not welcome
this kird of publliclty, and the 1ntervieﬁées would all be
very uncomfortable ln protesting publlcly about any problems
of the 1litrary, but they dld assert that it is incumbent
on a professional librarian to speak out against any 1in-
fringements, especlally wheres censorship 1s concerned.
Boards and administrators both felt a great need and
and worked quite strongly to keep in regular contact with
many orgenizations espeeially ths Chamber of Commeroe,
Rotary C€lub and slwmllar groups. Very rarely, however, has
anything controversial arisen, and administrators have
‘vrefrained generally from introducing controversy, however
frae thaey clailmed to feel te do so. It was felt that only
in very racent years has the need or oppertunity arisen
for publie aliring of many 1library problems. The losation
of naw library facilities, for iInstance, is quite often a
polnt of contention in the community. Administrators
inereasingly find themselves in the position of strongly
endorsing the plan that seems best te them and inereasingly
gttacking other plans. PFPresentatlon of arguments for o
particular plan, as well as arguments opposing other plans,
may be made at elvic group mestings and ﬁefore government

officials. Such contests are given detalled coverage by
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the press, but tend to be resclved in the semi-public

forums of officials and civic organizetlonal meetings,

Belationshipa with the Profession

Adminjatraters are sansitive snough to the profes.
sion'e norms to resent Intruslon on book selection and
other professionally deslineated functions, but their
invelvement in general professlonal affalrs ranged
widely. A bare majJority held that 1ts first identification
or sllegiance 1z wlth publlic llbrarianshly rather than
librarianship in general. Those ®ith the broader sense
of affiliation have had scome kind of experlence as
academle librarians previous to their present work, All
reported that the longer they acted as public 1librarisns
tha cloger they felt to this partlicular branch of the
occupation., Relatlonships wilth other library executlvea
in simllar positlons was quite important ez a source of
ideng for new bulldings and programs and of moral support,
Most such relationships ware with individuals within the
astate or region, but some were wlth perscns at guite
distant pointa and required regular correspondence &s
well ag reljance on naticnal professional meetings.
Professional a&sscciation membership and wmeetings were
considered by five to be valuable end by others to range
from ™esecondary importance™ to "worthleas™., Journals in
the field ware read widely &nd used as sources for new

1deas and meinteining a senze of identification with the
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profession. By and large personal communicatlon with
other librarians, including suberdinatea, was considered
mors vRluable than the formal papers and addresses of
assoclational mestings and mest professional literature,
Administrators were about mvenly divided in being indif-
ferent to particlpatlion in professional asscclations and
being qulte dependent on and active in =uch asaoclaticna,
Administrators felt almest unenimously that loyalty
to tLe proressioy wna gecond 1in laportance to loyalty to
the community, tc the particular libreries that they
manage. Such sentiments were quite pixed, for many felt
that onets primary loyalty should be to the profession.
However, the professlion was often sean as " too ldeal=-
ietic" {the "main thing 13 to build a strong local l)brasry,
and compromlse on such things as censorship are necessary
to do 1t") and as, "far away like the federal government *
Frofessional norms were considered very important -- but
ag guldellines and as flexible "rules of thumb®. Tha loeal
community was generally viewed s &n employer whose payment
for servicesz naturally commands first attention., FProfes-
sionsl norms were useful to cite Ln conflicts or situations
that pressure the librarlan to compromlse hls professlional
norms excesgslvely, but "there's so sense in butting your
head against a stone wall® in eontesting local prassures
when they confllct with prefesalonal norms, One articulate

respondent said, "One gets valor from the profession, as
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one gets dimcretion from the_ community, Diseretion 1s the
better part of valor!™

Aduinietretors do nevertheless support with great
fervor certain cruslal pelicles and standards of the
profession that do not meet with faver in many communities,
For instence, not only wags thera noe real reserwation Bmong
adpinlstratora about the deslrability of multl-unit
1ibrary eystems in spite of conaiderable loeal opposlitlon,
but there was 8lsc reported & great deal of effort al-
ready expended in developing and expanding existing systems,
Some felt that special efforts must be made to retain the
“Mlocal touch” In county=-wide oé multl-county systems, but
all felt the need for pooling materlials and human re-
sources within the framework of slzeable administrative
library units. _

Only one county in the study contalns two large
oities, and this county, becauge of the inabllity of
governeent offlcials to determine which city should zerve
a3 the central lihrary agency, does not have & unified
nystem of pervice, The head librarians of the two city
lJibrarias are quite incompatible personally, and the
governing officials as well as the library boards are
mutually distrustful, each feeling that the other will
profit at its expense. All of the other citles are central
units in trede areas, and the tendency to develop various

tommerolal and financial services on an area begis is
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quite pronounced, Similar development of public esrvice
has been conslderably slowsr,

In many counties there 18 great Jealousy over the
proportion of payment and responslbility that should
accrue to the county end ita central eity. City govern-
ments tend to be pleased with the prospect of turning
over the responeibility for operating and financing the
library te the county government. Many groups in some
eitlen, including soms government officilals as well as
trustee boards, ars quite proud and possessive of thelr
olity librariss and are reluctant to give up any autonomy
to the county. Similar sentiments are held when plans
for multi-county unitsz are propos\ed. Allocation of
federal and state funds is eften predicated on membership
in a gystem, but the local officlals of at least one
large city library are sufflclently hostile to such re-
qulred standards, to the "atrings™ they sce attached, that
they prefer to malntaln a poor but loeally independent
institution.

The acceptance of the librarlan's parsonal in-
volvepent in and commltment to the profession 18 viewed
with greater similarity by sdministrators and locsal
officlala ag well as boarda. All parties reel that the
head librarien has some obllgatlon to engage in scme kind
of activity outside of his regular position, such as
consulting, research, or teaching. Only one adﬁlniatrator

reported that his board fesls that he may be neglecting



122

hie Job by engaging 1n such metivities, and nearly all
adpinistrators felt themselvea that consulting, teaching,
and regearch would facilitata their work rather than
interfere with it, However, the actual practices of
adminlstrators vary greatly, One ls & pationally es-
tablished building conzultant with aixty=-five cllents in
twenty states to hla record as well ad8 several current
cases. Another hag taught feveral summers at & locald
eollege and has completed two wAjJor literary pApusceripts,
Except for rare consulting jobs for nearby local libraries,
moat of the other administrators have had 1ittle such
experience, Two have not had any involvement in depth

in any such sctivities,. Llibrary boards and city officlals
approve hichly of thée publicity that attends theze
activities, even 1f 1t takes some time away from man&glng.
the library.

Librarisns often invelve themselves in loeal organ-
izatione that do net e¢ clearly explolt thelr special
professiconal talents aa do teaching, consulting apd re-
gsearch, They felt that in most Instanees the most
appropriately trained member of the gtaff should partie~
ipate in community profects, Further, some communities
have had little activity that invites or requires the
gpacial talents of the head 1librarian, and some adminis-
tratocrs felt that they should restrict their activities
to thoze where they could mest effectively use their

knowledge and skills as llibrarians in order to restrict
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the poeeibllity of becoming involved in "politics". The
three adniniztrators most active in their communjities did
not shars this degree of aversion to "political involve=-
ment” and have tended to take on tasks that have any
6light relevance to tha library to the end of offering a
wide range of service to the community and simultaneously
_ Wpaking friends® for the library.

Relationships with the Board of
Trustees and Local Government

The professional problems, overt behavior, and atti-
tudes of the library director are in large part influenced
by his relatlionships with his board of trustees and the
government officials in his community. The boards are
eomposed predominantly of.whlte business and professional
menn, High school teachers, active and retired, and
dentists are commonly members, and wives of white-cellar
business and professlopal men ¢onstitute a wminority mem-
bership. There 18 often one Negro middle~-class member,
also. The board playe s vary important part in most
regpects Af only because it 18 the legn] agency interposed
between the director and the government and community.
Boards were sald to have only control over “very broad
policy matters®, but definitlon of "policy® as con=
trasted with "adminiEtration® varied quite widely among
directors, The crucial determlnant, according to the
respondents, was not the legally prescribed dutles of the

board but the willingness and abllity of the board to
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participate in any way and on any level in library affairs,
The board has the authority te hire personnel in one of the
larger systems, but actuslly refuses to concern itaself

at all with such matters, leaving them to the discretion
of the Yibrarian who consulte with the county manager for
approval, In the wajority of cases the board does discuss
and act on departmental head appointments ag well as

the appolntnent of the director. Ite action on the middle
managament postsa 1s nearly always purely perfunctory.

The board, however, ie often open az a court of appeal for
discharged staff members, Increasingly, the parsonmel
departments of the city or county play a more important
Tole in the selection of perzonnal than does the board.
However, the jurlsdiction.of boards is not everywhere
clear in this respect as in others, Boards often are
antonomous themselves, although governing a tax-supported
agency, Rivalry between boards and local governments,
especially where there ie a strong c¢lty or county menager,
12 quite common. .

One director readily asserted that hls board was
concerned strictly with policy matters, then offered for
examination a manual lssued bty the board, Thie document
1listed in great detall the proper procedure and behavior
for staff wembers and ineluded & demerit system for in-
fringenents of the regulations, Other directors relt that

this waz a clear viclation of the administrative
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reaponsibility of the librarian, but they occcasjonally
reported gimllar but lesa extensive intrusions, The

hours that the library will be open to the publio, the

use of apeclal meeting reows, and the handling of speclal
fcensorship” problems are amcng them. The eapeclally
senaltive area of book selection is apparently not a

ma jor problem. No board particlpates in the selection

of books, most are in general agreement in policy with
the psrmissive and antl-censorlng standard of the library
profession, Beards do occagiopally conslder complainte
from patrons concerning an individual title, but they
gearve almoat unlversally as a supportive force for the
librarians If the director lnsists that the bock sheould
be retained the board wlll second hiz action., This
strategem I5 considered vaiuable by many directors —-- it
serves to emphaslze to the board the need for maintaining
a free and open selectlon poliey and to demonstrate to the
public that such & polley has the approval of the trustees
as well ag the llbrarian,

Most directors did not feel that the boards lnterfere
in any undesirable way in the administration of the
1library. 1In approximately half the caseg boards were
considered simply too apathetic to be conslidered a danger
in dafining the jurisdiction of the library or the
livrarianl The board says to one dlrector, "You are the

professional, you tell us,” and the director rinds this
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gratifying and at the eame time he wishes that the board
would become more lnvolved ;n planning and promoting.
Another director felt that his board is "lpgnorant®,
#Without real interest in the library, and that "it is

difficult if not impossible to edwcate grown wen," Thet
appointments to boards are political was & source of
great chagrin to hiln and was generally disapproved by
other directors, but most directors felt that the "good"
librarian muet and will "educate” his board and somehow
manage to get them involved as they should be., Success is
not eo striking &g their sentiment: those libraries with
"active™ and "strong®™ boards wsually have only a portion
of thelr trustees intelligently and consistently committed
to thelr tasks. ﬁnnetheless. even partial involvement
was congidered very beneficial for both general peollcy
planning and agsistence 1ln technleal administratlve
problems, Even those members who are apathetic were
wsunlly dezcribed as cordial and sympathetic and even
well~informed about th= needs and objectivesz of publin
itbvrarianship.

Although open hostility is rare between dilrector ‘
and board or between director and the lecal government,
potentinl conflicts are commen, especially in the larger
cities and where the dirsctor is continually pushing for

improvements, One of the most aggressive and successful
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librarians sald, "An adninistrator should keep hie bags
packed,” in the event there is any dlsazreement as to
*who should run what.® Head librarlans felt that they
were more likely to have more problems with governing
officials than with thelr boards, {ity managers usually
feel that the board s officlous apd unnecessary and .
want tc deal directly wlth the librgrianl "active”
boards may oppose thils, leaving the librarian caught
betwean the two. The librarian may want to use the board
Tor politieal and tachnlecal support when he feels that
the governing suthorities are not giving the library
elther 1ta due ghare of [inanclzl suppert or attention.
Two directors reported that thelr clty manasgers “play
poelitics” rather than a disinterested professional role.
The board of trustees serves as a buffer and a means of
commanding the attentlon of city hall in these cases.
With an apathetic board and sympathetic gavernment the
librarian may be well-off, but s8till find himself la-
boring very hemvily with city aldermen or county
comml sslcners who ultimately control the budgat or othear
important factors. Usually the director can count on
nominal guppert from his board in his relatlionshlps with
both elected end administretive offil¢lials. Usually he can -
flso count on some clty or county departments'for
agg)stance with specific problems, '

In most compunities the city or county manager may

represent the library and plead for it before the elected
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.

bodys in less than half of them, however, does the man-
agsr alone apbear at any such formal hearings. The
1ibrarian almost invariebly has the opportunity to make
a case for his budget, and about half the directors

are asoompaniled by a trustee member or the chairmen and
sarry the endorsement of the chief governmental sxec-
utive as well. The majority of elected aldermen and
commissioners serve only two-year terms, and the rapid
turnover makes it problematic for the library exascutive
to anticipate their attitudes towards the library.
Plected offlclals are sxtremely varied in thelr appre=
elatlon of the public 1library. Most know little about
it and carse little; they are willing to accapt requests
tor moderate budgetary increases, for lnstancs, without
. offering serlous opposiilon. Extenslve inc¢reaseg or
changes in structure may meet with considerable opposlition
- and ignorance of the 1ssues. The lack of continulty
among these groups 18 not helpful; librariana like other
agency heads find themselves repeating the same massage
to different elective bodies. Elected officlals are,
however, more informed about and lnterested in library
affairs in larger communities and in those communities
where 1t has been demonstrated to them that improvements
such ag bookmoblles and regional affiliaticna of librar-
1ans are beneficial. The changea in attitudes among

elected groups come slowsr than among professional
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managers 1ln government, and the establishing of contaoct
with them is more diffloult for librarians then it la
with managers. Being politlcally oriented, however,

does meke slscted officials sensitive to demands or

needs of constituents., Aldermen and commlszioners may
fall to sees the value of a general enlargement of services
but are quick to appreclate the "need” {and personal
politieal reward) for establishing a new library branch
in thelr individual districts. Consequently, gBervices
gometimes develop slowly and erraticaily. dependent on
the politiecal Judgﬁent of alscted representatives. HNone~
theless, many 1f not all directors felt that this 13 at
least a source of promises for library devalopment,
piecomenl as it may be. The assumption was that 1f
enough aldermen or commissloners wWere acqulsitive for
thelr constituents there would be hope for a coordinated
and comprehensive community progra.

The feasr of total indifference to the library 1s
tar greater, and the fear of competing clty-county
alected groups presents ever moreé serious consequences.
The declslon aa to whathér tha city or the county should
have primary responsibillity fer library service plaguos
at least three major communlties, leaving the librarles
presently ln very poor finencial and politlcal circum-
atances. O©On the positive slde, no director reported any
serious interference with the pperation of the library,

or any intrusion into proper professional administration.
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~ Twe of the directors are axpected by thelr boards to
carry out what are generally considered non=professional
duties, but gilven a generally very modest level of
support and conslderable apathy, most boards do not
expect behavier of their directors that violate their
sense of rprofeaslonsl integrity. In fact, as cne head
1ibrarian put 1t, "The board often doesn't know what to
axpact of the librarlan -- it hag to be told!” Further,
moat dirsctors felt that when partiecular controversies
do arise between board and director it is because there
has been inadequete communicatlion of all the varisbles
involved in the lssue and that explanation and discussicn
leads guite readily to a resolution of such problems.
In all but one instance boards were reported as

' being enthusiastic about inereasing the use of the library
by working-class or lower-class membars of the community,
and they were pleased with the results of their librarles
1n broadening the base of use in this manner., HoweveT,
1t 18 rare that a board shows any acplve interest by
providing speclal counsel or other efforts to sc promote
the library. Purther, it is quite certain that boards
generally do not appreciate the nesed for speclal kinds of
appeals necessary to bring in lower-class patrons to what
15 egsentially a middle-class institutlon. Government
officlals are not particularly concerhed about getting
more patrons. They are often faced with the speclal

problems of tactics and strategles necessary to provide
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any great improvemsnt in services, such improvements
usually being dependent on a bond referendum or sgpescial
tax supplement election. The llbrary competes with
other lcoal agencles in guch fund drives, and the clty
manager and his gtaff neacessarily must coordinate all
the appeals to marximigze their chances for succesa.

Membergz of library boards are not thenselves heavy
userg off the library, nor are govermnment officlals and
legislators. In most communities one or two of the trus-
tees do uge the 1library often and for serlous purposes.
In thres cities the city manager himgalf la a heavy uaer
of the library, relying on 1t for consldersble assgistance
in his work., Two library directors issue a 1list of books
and perlodicals with annotaticns for use by loeal govern-
ment, and theze are used extensively by many agency heads.
One city manager regularly documents his reports and
requests to the elty councllmen and county commlssloners
by refersnce to the library bibliography. The families
of c¢ity sounellmen and ocounty commissioners are very often
l1ibrary patrons, but few elected officlals themselves can
be so counted.

A common problem in public library board and dlrector
relationshlps ie interpreting library use in quantitative
terme such ms circulstion flgures, especlally where the
board members are not themselves heavy users of the

library. A bare majority of the directors rind that



134

executive branch of the local government, Further, thé
support of organlzed "friends of the library*®” groups may
influence leglglative declslons. Head librarians gen-
erally do not include such groupz in their political
maneuvering as they ara not always available, One eager
librarian, however, doss intlude a "friend” even at
truetee beard meetinga. In additlen, many librarisnhs
lay the groundwork for approval by approaching council-
men or commissionera informally long before the budgst
hearings, While cutright "hostile® commiseloners are
not readlly swayed, many others are willing to listen

to reascnable pleading. Nearly all directors “pollitic*
in this fashion in addition to sounding out the sympa-
thies -- and enlisting them -- of thea executive branch
officialse. As ons very forthright librarian sald, “It'a
hy place to polltic for money rather than leave 1t up

to the board. . . . Boards may talk asggressively in
meetings but fzll to follow through in eity hall.”"

By and large'the mele directors pursue thils course
of action vigorously and the female directors find them-
gelves handicepped. Slmllarly, 1n budget hearings mén
"will he treated rough end ready but in a friendly way*®,
but women may be shown such courteasy that serleus consid-
eration of thelr requeats ia eharply precluded. Women
hava- been gquite consistently discouraged from "wheeling
an& dealing" in the same fashion that male administrﬁtcrs
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practice. In one drametlc tase, a newly eppointed male
director had approachad tha chaiyman of the county com-
migsioners in dsveloplng plans for the budget -- no one
had pled the ¢ase of the llbrary in years, and the chair-
man was extremely surprised and 1n1t1ﬁ11y very negative.
After a lengthy dlscussion of the library's needs the
chalroan zave hls blessing apnd pushed throuzh the
librarlan’s requests. In future years he could be
counted on to suppert the library strongly, so convinced
d12 he vecome of the worth of thils agency. Another admin-
1strator personally convinced a gtate leglglator to have
a speclal state tax, that was to be dlstributed to
individual countles, sarmarked for library use. In such
tnstances, the respect for the librarian himself 1a very
influential in budgetary deci=ions.

Whers the board 1ls strongly influential in the com-
purtlty and the library has other allies, the couneilmen
and commiszioners ara likely to approve the library
budget without the intercession of tha llbrarilan: such
cases are especlally lmportant where the !:brary head
13 a woman or the librarian is not eble to enlist thas
support of executive officials. when there ig a conflict
between two groups on tha board or in the legiszlative
body concerning & library matter, llbrarians felt that
they ghould toke a positive stand. For instance, when
presenting the need for an lmproved salary schedule,
post librarlans felt that they should not simply mediate
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batwaen tha trusteas or legislators who support and

those who oppose the ralses, but should actively voice
their opinion in the matter as well as present evidence
about 1t. Such feelings were by no meansa unanimous,
however, Therea was a strong minority eoplnion that the
board should share in the detalls of the budget planning,
that 1t should share this responsibllity rather than be
relegated to a “rubbar~stemp role*, and that the
librarlian should not bypass the board in any step of

the budgetary process. Further, a very few felt that
the board should take the initlative in defending salary
ralses before the legislative body, and that the librarian
must not presume of thls responsibility even if the
board were to allow 1t.

The library's director's conception of hls respon-
Bibility to the board and the proper xole for him to
taks in terms of initiating action for the bogrd was
ravealed 1in other ways as well, One of the most funda-
mental indicators of this was his ability or willingness
to Influence the appointment of members to the toard of
trustees. Nearly all of the directors have some volce
in the appointment of trustees; thrce of them.have a
very strong volee and almost lnvaerlably find their
nomineea appointed. Feellings about thls are mixed; many

gre uncomfortable in deeiding the composition of a
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group that has the power to hire and fire the director.
One director keeps her appointive influence pecrst and
another feels puch better off not having such power,
Further, the fact that most such appointments are
political rewards toe local citlzens suggests to many
directors that they are involved in politics 1n an un-
seemly faghion. Others felt that it 1s only realistic
£o exploit the opportunity and happily take advantage
of the opportunity to so engage in politics. Such
appointments are usually screened by the city or county
manager or the mayor and ﬁassed on by the county com-
migsioners or city counell.

The existing hoard also has influence in declding
1ts own make-up: the nominetions of the llbrarian are
often made in consultatlon wlth one or more of the more
active and 1nfluential board members. Consequentliy many
boards are virtually gelf.perpetuasting or at least
restrioted to guite similar soclal and personality types.
Appointments are often too long, nearly all dlrectors
felt, and too mony members are regularly re-appointed,

A fav trustees heve served as long ms thirty years,
However, some of those wlth long tenure are greatly
favored by the directors iIf they have the experience and
willingness to contlnue effectively.

Although the funds available to libraries are sub-
etantially lixed by special tax law, there ilg a certain

apount of competlilon with other public agencles for
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riﬁancial gupport, No cone agenoy or type of agency,
including the public school system, was felt to be
generally more competitive for attention than others,
Bond referendums end special tax supplements for school,
" hospltel, road-paving improvements, and alrport con-
etruction do, however, prove hlghly competitive and
generally receive higher rankings than librariles. The
library 18 widely regarded as an independent agency and
only rarely suffers from being asscciated with the school
system in the syes of the government. While the library's
distinctive contribution 1s respected and there is little
111-will towards it, other community needs ars gilven more
gerious and consiatent attention., Library directors
support school lmprovementz, some of them are very active
1n bond drives, albelt realizing that at lsast in the
short-run they are aldlng a sericus competlitor for public
money. In addltion to satisfylng a personal desire to
work for community development in supporting other
agencies, librarians also galn some esteem by publicly
participating 1n these projects. -
Providing services to groups asg contrested with
individuals and with perticular attentlon to speciel
collectione and services for strateglcally placed or very
needy groups la vefy mixed., Librarians were overwhelm.
ingly in favor of directing thelr attention to greoup
services, Teeling that it 1s “cheaper®, "more efficlent”,

nyou reach more people thls way." Thers 1z considerabls
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mlegiving, on the other hand, that thls polloy is really
rewarding only Af it reaults in greater numbers of
individuals using the library for Individual as well ss
group purposes. Reading improvement programs conducted
through the YHCA and other orzenizations and preparing
reading lista for discussion in all kinds of organlzationa
ware seen as being valuable not only for their primary
purpose but alsoe very important, perhaps more se, for
bringlng new patrons to the library as regular users.
About one-thlrd of the llbrarles provlde extensive graup
gervices while another third does very lilttle because
there haa been little response. There 18 considerable
favor gained for the litrary, even from non-users, in-
devoting special attention to the physically handieapped
or others with reading problems. Bubt even greater favor
acorues o the library, at least from influentisl groups,
in apecial servicaes glven to business and profezsional
pacple. Several lidbrarians are only now beginning to
develop such services and collesectlons for industry and
business, but nearly all are much lnterested ir this work
and have or ere presently acquiring the interest and
particlipation of business orgenizatlons in 1ts planning
and development.

No library charpged any speclal fee and no librerian
expected to do so, although the Chamber of Commerce 1in
one town has proposed to pey an annual stipend for

cartain services. No cnhe has experienced or anticlpated
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any antagoniem in the community for giving speclal atten-
tion in the busminesas mector. O©On the scontrary, such
gervices wers universally pasrceived as a means of acquiring
powerful friends for the library as well as providing
needed services, That the focus of the limited facil-
itieg of the library on this group may preclude attention
to other communiiy heeds was of little or no worry to the
panel. Rather, they felt that the inereased support of
the business comuunity will leed to a general lnorease
of livrary finances, permittling advances on other problems.
The majority of library directors were not involved
with other professional groups or other éivic groups,
although they dld appreciate the advantages that mlight
be gained if they were. Three of the male directors had
been extremely active, frequently assumlng leadership or
exscutive roles in various community actlivities aimed
at urban planning, educstion, welfare, industrial devel-
opieent and similar goals, even in 1hsfances whare the
ilbrary was not directly concerned. None of the femals
directors had baen but nominelly active in such work.
However, it 18 cemmen for directoers, male and femals, to
have *soclal™ friends who are powerful or c¢lose to the
pouerful in the community. All directers felt that guch
relationships should be cultlvated, as long as they
arize "naturally”. That 1s, the librarian should not
unduly seek out important membors of the community fo
astablizh friendships., 4nd many claimed that it is
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sggential to avold direct and open involvement in
*politicse*, eapecially polltical cempaigns, when one
has political frienda, One of the meost respected members
of the penel had few such social contactas, felt that
he doeen't need them, but that they sre definitely a
strong asset 1n many instances., Caution, the fear of
compromising the library -- "you can‘t say "no' to a
friend® - characterizes many of thege relationships.
The value of contacts was emphasized by those who do
sount clty councilmen or county commissioners az thelr
friends,

_ The panel was asked to evaluate the action of a
large metropelitan public library director who, when
faced with a serious budget reductlon, had reduced the
public gervicea drastically fto demonstrata what would
happen if the library feliled to receive more financlal
support. As a result of hls action there was atrong re-
action in the community with great preasura on the clty
countil, and the library was given mors morney. Whille
such action vislbly astruck many respondents as drastlo
and as a "last resort™, they all supported it. A few
had even been lnvolved in simllar situations and declared
that i1t was the only recourze open and had pogitive
results for the library. They all felt that the board
should suppert such ection if only to make 1t effective
vut they wers less cértain that the librarlan rather than
the board might approprlately initiate such a move. A
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minority felt that the librarisn should be the initiator
and ghould insist that the board give its approval.
Ganerally it was felt that the library must be in qulte
dirs circumstances before any reducticn of servicea
should be consldered, but when faced with the need, that
the 1livrarian should be resoltite in lnsisting on proper
aupport or reszlgn his peosition,

That simllar tactics might be used to demonstrate
the need for Intreased gld rather than as a "protest”
agailngt reduced aid was not consldered wise or even
fesslble., Typleally, one librarian reported that in
similar circumstances her library had at one time tene
porarlly reduced 1lts hours of opesning, but at the least
busy time. When 1% was suggested that closing et the
*husieat time™ might have been “"mare demongtrative”, she
became quite upset and insisgted that the conservative
tactic had provoked "adequate® public reattion. This
library, like the others, ia 5£1l1l “"inadequate” by the
modest standards of the American Library Association,

In comparing the relatlive degree of understanding
of library problems between trustee boards and government
of ficials, mest head librarians felt that thelr boards
ware superior 1 only due to the boardg’ necessary
contact with the perslistent lssues, procedurss and p;oblems
of the library. Only a couple of directors felt that
they have "good” boards, and all wanted to see a great
deal of improvement of board attitudes and participation.
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#or the women directors the board was clearly perocelved
as a buffaer and as an interpreter., At least one definite
inatance of hostility towsrd the library oa the part of
the city manager was dus to his viewlng the board as an
interfering body that should be abolished. The librarian
felt that the board 1s essentlal to him to preserve the
livrary. The sentiments about boardsa* effectiveness were

not necessarily congruent with thse feellngzs about thelr
_ *understanding®. Common complaints pointed to the ex-
cesaive tenure, the practice of reappointment, and the
use of trustee appointments as a politicsl reward.
Further, boarde could preaeszumably be inproved 1f
the menbers were different in other respects —- 1f there
ware more men rather than women, and if they were mostly
businessmen and professicnals. "Give me a businessman
every time. . . you can talk to a businessman, , . they're
far better than the *do.gooders,' the women with nothing
but ideals.* Three of the most active of the male di-
. rectors felt strongly that boardz should be abolished
bacause they are not effectlive. These men felt that
the librarien should be a departmental head like other
agency heads. In contrast wlth those who felt that the
board is needed to "express publlc needs* even i the
government 1s "clean” they olaimed that they did not need
the board as an advisor or buffer. They can dlscover
public opinion directly through various community groups

batter than by sounding out the board. Further, *1f
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county commlssioners Play dirty politics with the library,
the librarian should play the sanme gome -- get groups
around the city and county to work on his behalf,”
Ancther felt{ that modern professional coity management

has made the board outmeded and a handicap to the librery.
A8 an agency head directly responsible to the government
without a trustes board the librarian will gat the
attention the board camnot or will not gat, On the

othsr hand, one adminlistrator peinted out that boards

as lay people may communicale better with elected

of ficials who act as a lay bedy and who still tend to
distrust *experts” and professionals, whatever thelr

agency afflliations.

In comparing the lot of their own libraries with
those of the Unlted States in general most directors felt
that they were about as well off. The lack of funds
and of an asdequate and well-qualirfied staff are universai
problema, and it was felt that loprovements wlll con-
tinually be made 1ln these respects as well as in
commurtlcation with comumunlty leaders. The number and
aiza of tasks of libraries and llhrarisns dlsmayed many
who s8aw no relief for this in the near future, and the
ahortcomings of colleagues "who lose sight of library
goals in the face of overwhelming tasks”™ was also a

gource of concern,
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In addition to looking to the profeszion to provide
future assistance in coplng with their rroblems, the
majority of directors considerod the profession presently
far stronger than the purely local expectationa and
standards in 1ts influence on the standarde and pollcies
of library operations, In twe communities where the
local influence was felt to outweigh that of the proe
fession, two recently appointed directors asserted that
the gituation ds changling rapldly and that the proper
professional norms will prevall over the local in the
very near future. By professional standards and policles,
however, some llbrarians consldered the state library
and library asgsoclations as the prime source rather than
the Amerlcan Llbrary Assoclation and simllar national
associations. The librarilan most deprived of power and
of funds considered the local influences to be far
stronger on the library than any other, although she
does "keep state standards in mind* with hope for lmproved
ciroumstances, Furthexr, there wag some assumptlon that
professional goalsz and guidelines were not really in
conflict with local board and governmental standards,
but that local groups were nof convinced of the need or
desirebility of meeting professlonal standardzs "at this
time™.

Directors were uneasy and somewhat uncertain about
the specifie kind of role they should take when the

profeassional normg they wish to adhera to are opposed by
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thelr Woards or elty governments. Glven that beoards must
be accepted as superordlnate in accordance with the law,
wost adminlistratora felt "morally bownd to take the
position of the board", but held that thoy should per-
gistently inform their boards of the library's needs

and agitate for sctlon to meet them: *if opposition
continues the librarian should quit,®

The degree of compromlse and the proper duration
tor "educatlng” the board were not at all clearly deflned.
*The obligatlon to the board is parsmount,” but the
librarian should "lay down the lew" to his board. Hs
*musat guard against censorship® and other serlious intru-
glons on professional norms and "try to keep the board
busy with things in order to avoid potential conflict™,
oy leave hls posifion If he iz continually over-ridden.
All felt that the personal qualitlez of the head librarian
were extremely important in resolving local cpposition
to professicnal norms. A man can be aggressive and will
work out problems with boards and officlals, sums up
thoe sentiments of the aggrecsive executlves,

The less mggressive executlives had fewer qualms
about having a superior jurisdietion in the form of the
borrd and felt that they “use~ the board in many ways.
"Adminigtration 1s lonely. . . . I'm not an ldeal admin-
istrator., . . - I don't reed books about administration.
« =« » I Just grew into this jJob:r I feel more like a

librarian than an administrator” were remarks made by
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thoge who tome more reéadlly to terms with thelr boarda
and with eerious compromises of professional standards.
This smaller group was not apt to resign under any but
the most se¢vere conditlons, Lf then, end had relatively
weeker internalization of many professional normsg.

*Most moderm literature 1s trash anyway, so I don't worry
about censorship,” is a charactersitic response of this
minority group..

In mest cases directors felt that they were not
certaln what would happen Af they beceme involved in a
controversy «- typically, they “would feel like I was
in hot water, but not sure that T would bat* It is
not alwayes possgible for dlrectors to pradict the reactione
of boards and government officials to controversy. One
director who had suffered for years with a policy of
raclal segregation that hed been enacted by his board,
came to a meeting ane night and with no warning demanded
that the library be de-seprezated, and found to his
surprise no opposition at all: the library was ilmmedlately
de-gegregated.

Those wlth strong convictions about their pro-
fesslonal obligations and role felt that they need to
work with full understanding of changing community con-
ditlons and to mest the changing needs that follow, and
that the librariaen must be in a strong pozition to argue
hig case for adapting the library to such changes. His

etrongth 18 based on hlg ability fto document the neeods
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and hls abllity to scquire allles on the booard and else-
where in the community. With such strength ha will be
abls to bring the library into its profesaicnally deflned
role in the community.



CHAFTER V¥ .
SUMMARY AND CONCLU3TIONS

Summary

At the beglinning of thls study it was assumed that
stress 1n the role of the library executive arises from
the confllct between the differential values and norms of
his profeszion and those prevalling in the governmental
bureaucracy of which the library 1s a part. The major
professional norms define the librarian’s role as a
promoter of his organization's educational services,
More specifically, the administrator iz expected to enlist
support for programs and services which he must 1nitlate,
Such programs must be of a high quality and extend to ms
many people in the community as= possible, Speclal servlices
to potential influentiale such as business and government
leaders are urged as are vigoerous and informed public
relations. Freedonm from censorshlp and from interference
in professional management 1a expected.

The avidenna from our aralysis in the foregoing
chapters indicates that the librery adminlstrator operates
under condltions that seversly limit the effectiveness of

his egency and of his own role, and engender pressures
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and problems 1n Tilling the professional role, The most
lmportant of these conditions are the tax structure and
educational level of the community, the status or "ilmage”
of the library and the llibrarlan in the community, and
the role of lotal government.

It i3 s&ld in the profession that public libraries
truly began when public tax support was provided, IHEntering
their second century, publle librarles whilile wildely sup-
ported are still poorly supported by taxes. The emount
©f local taxation ls lnadequate, mnd the effectlveness
of the asslistance from state and federal tax funds 1s
st1l]l too recent to be firmly evaluated. Whlle state
ard federal support 1s lergely designed to mct as “seed”
money to inspire individual communities tc increase
library sppropriations, the burden of local properiy taxes
‘18 5o great that the regults for the library are still in
question. HRellance on philanthrophy and special funds
from other sourcaes remains necessary but 15 still too
mreliabls to provide a sound fiseal basis for llbrary
development.

Ganerally speaking, as the level of education in-
greases there develops a greater need and demand for use
of the publiec library. However, the level of educatlon
is 8t1ll very low in many arcas of the country with the
consequence that the dlfferences among libraries seem
to become greater. Even 1n those mere educationally

favored communitles there is still a widespread lack of
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any public appreciation of the apeclal rols of the
library in modern technological soclety and for continuing
education on all sc¢ial levels in the terms in which the
profession perceives thiz role. In brief, understanding
of the public library 18 not crystallized cleerly or
uniformiy. ‘

The public image of the library ls that 1t is
“good¥, with considerable reservations mbout its necessity.
The 1library is consldered valusble primarily for women
. and children. Hhilelpatronage includes ever larger
numbers of students and lower working class members,
present use of the library is primarily middle-class,
with modest adult patronege and far greater use by women
than men. Further, there are misglvings about some real
or potential dangers -- in reeding generally, and in
the public diffusion of radical or immeoral ideas from the
1library specifically. Indeed, the library often becomes
the scapegoat in the local community for many meral and
politicrl issues,

State and locel goverpmental regulaticns set up

a specific structure within which the librarian must .
eperate. Governmentel leaders are more appreclative
of the library and of the librarlan than the general
public, but.the axtent of thls apprecigtion 1s consld-
erably less thon that reguired for the 19V?1 of service
axpacted by the professalon and by the llbrary admlnlstrater.

The 1library's trusteea place the library in an even more
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ambiguous peglitien: the board tends %o be sutonomous

in ite relatlonship with the local government although
ite membershly 1s based on pelitical appolntments, The
board is supposed to act as a buffer between the llbrary
and government, providing the library with protectlon
and militant suppert, but it actually needs to be goaded
into action on any lissue by the adminlstrator whe finds
hie trustees more apathetic than helpful. The sdminis-
trator doesa turn to the board for asslstance because
this is required by law, because there ls nowhere else
to turn in many instances, and because the board, in spite
of 1ts polite indifference, is more understanding of the
library's problems than any other group in the community.

It is questionatle that beards, as they are presently
osongtituted, ¢an or do represent the "will of the publlic™
to the administretor. Further, government offlclals,
eleated as well as appointed, do feesl that thay more
nearly represent the community, and are more suited to
serve as library authorities.

The library administrator as a purely practical
matter must develop relationshlip with each of these
groupz and use them to the best advantage of the llbrary.
Thare are feow guidelines, for the patterns of relation-
shipsa heve never been clearly studied. What evidance
there is suggests that communities with strong and pro-
fessional clty government will find less use for trustees,

The library administrator will feel that his trustees may
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be helpful &g mdvisors, but that by and large he can
operate most guccessfully by working directly with publle
authorltlies. However, where the local governmental
professlonals become involved in politics, the library
may suffer =- glther because the government managers wish
to galn favor with the politiclans by reducing expenditures
{the library invariably ranks low in budget pricrity) or
becanese they wish to control the library for perscnal
powar. Where the trustees wish to asgert their authority
they wlll struggle with such offlicials, and the library
adninistrator is caught in a difficult contest for power
over the llbrary, and must himself develcp what power he
can. : .

In sum, &s Parsons has polnted out, the librarian
does not enjoy a clearly delined “sphere of autonomy"
in which he can try te pilay his professlonal role, _The
‘11brary is isolated in the community, lacklng simllar
erganizations with which 1t may arfiliate, end 1t is
found to be without natural and organized politlcal
gllias. The administrator 1s left with considerable
uncartainty about the degree of coumpromlise he may makse
with his professional determination of library needs as
sontrasted with the public "demand™ or lay determlnation
of those needs.

That professional expectatlicons or neorms for admine
istrators are important to librarisns ls shown in both

the written avowals of the literature and the interview
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reports. These expactations, however, sre likely at the
same time to be excegslvely demanding, vague and
over-genaral in character, and often non-existent for
gituatlons that the adminlstrator finds moet problematic,
Primarlily the adminlistrator is expected to be aggressive
"and to be an sducator, Given the general milleu in which
he works —- communiiy apathy, the low status of the library
stemming from a general indifference towards learning
within the framework of library functions, the legal and
financial restriotions placed on library support == the
librarlan 1s bound to ask how can he carry ocut his role
g8 an aggressive, educatlonal leader?

His role as promoter ls hindered at $imea by members
of the governmental bureauwcracy and communlity leaders as
well as gome patrons. Communitiea, it seems, want a
library administrator to be a pramoter, but one of modest
demands and conventional intellectual leanings. He
should have a polite intellectual bent with a sound head
for business; this 1s the congensus of the panel and &
logical deduction from the prescriptive writlngs on
administration. A radical or unduly innovetive intel-
lectusl (educetoer)} 1s out of place in Amerlcan communities
which lack an intellectuml ellte or genaral publle ra-
spect For such elitism, Innovation in the promotion of
conventional albeit wide-ranging library materials and

their proper housing fortunately 1s quite wilthin the
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normative acteptance of most commtnities. And 1t 1g hare
that the administrator turna his attention.

The profession clearly estesms those adminlstrators
w%ho producs new and lumproved bulldings, increased Rervices
and colleotions. Close inspection of the quality of
those collectlons ;nd of the personal educational role
of the llbrary adminlstrator is not a problem. .

In any event hls professlonal norms and sanctions
ars of minimal help. The librarlan must try to avold
lagal entanglements and at the same time promete his
organization. Whers thera 1s no threat of legal sanction
ha feels free to negotiate openly with officials other
than trustees. Invariebly the pressures fron logal groups,
trustees, governmental and peiiticel groups are stronger
than thosze of the prafession, and the administrator
accordingly tekes most of his cues from local folkways.

In splte of physical isolatlon, the mdministrators' ties
with the professicn are malntained through professional
mectlnss, correspondence, and journals, While they feel
their first loyalty should be to the profeasion, public
librariens actually tend to feel stronger tias to the
local community, just ms they experience greater local
pressures.

of the rew definlte professional goals 1s the em-
phagsis on the guality of service as opposed to the quanti-
ty of service. Although adminlstratora claim to adhere

to this lmportant goal unressrvedly, they often fall
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ghort. For although the panel protested to a man that
they were not *quantitatively” orlented as the llterature
predicts, their major analyses of moat library operations
can be so characterlized.

Another kind of behavlor felt by the profession to
be a shortcoming 18 the fallure of meny library admin-
istrators teo grasp copportunities for furthering thelr
professional and organizatlonal roles beceuse they fear
political involvement. Thls fear 1lnhiblts actlon 1in
community affaira which could result in relationshlips
favorable to the librarlian and his organlization. This
requires n delicate balance of lnvolvement with & more
or less constant threat of belng accused of political
partisenship. Many administrators shirk fulfillment of
proressional goals because of thelr reluctence to expose
themselves to the local power structure in intiwmidating
gltuatlons,

Library administrators hold that thelr misslon 1s
educational, but that 1t requires a businessllke approach
coupled with a liking for people as well as books., They
feal umeasy about colleagues who are toc quiet and
pasglve, espeaially about censorship. It 1g in thie
realm that much of the panel 1lndicated a deslres for
proressionel sanctiona. They also opposed interference
in the professlonal managenent of their organizations,

but this problem will remaln diffleult to control as
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long as the general estructure fallsz to allocate power
and authority clearly,

Interference by beards of trustees in the role
of the library executlve 1ls & [airly common problem in
library management., Roles of the administrator and the
board are not clearly defined: the dlgtinction between
policy and procedure is Aifficult to make. Adminiae-
trators often choose to ignore boards' suggesticns or
rulag that interfere wlth professional administrative
matters. They may also successfully acguire some
laverags with the board by allowing some level of admine
igtrative or procedural regulation te be introduced by
the board in order to galn adventage with the board on
other matters. When boards do interfere, the administrator
18 actually rather powerless to contest the board; he
may reslgn, he may protest wlth success, he may submit
and compremise his professional Judgment. The decisicn
depends largely on hls own perception of the situation,
for he has little guidance or support from the professlon.
Purther, although there would be many oppertunities for
employment if he were to resign -- the demand for admin-
istrators far exceeds the supply -- the head librarian’s
.appointment is largely controlled by laymen, not the
profesgion. Consequently, resigning may invite a "bad
rigk* label that the profession 1sg generally unable to

mitigate, leaving the administrator without professional

protectlon in this regard.
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As the lmportance of the llbrary grows, and the
81ze of funde and clientele inoreases, the "visibility"
of the library and attentlon alse increases. Conse=
quently there comes about a greater degree of conflict
over power between the admlnistrator amd his board., In
practice it seemy that boards are becoming leas powerrul
and turn to the administrator for guldanca) those
communities with the more "backward" libraiies have the
stronger boards and more often compromisze professional
standards.

The budget ia the most Ysensitive" area of confllet,
but the librarian does most of the work on ths budget
in consultation with one or two board pembers and city
officlals. Although the board is supposed to participate
in praparation and planning, most librarians have more
initlative than thelr boardsg, and if they have strong
governmental support for thelr budgets, the bearde are
virtually rubber stamps. Az a matter of fact, many
librarians feel that the board should participate more
fully in library affalrs including the preparatlon of
the budget. '

other characteristics of local government have
potential for conflict, The terms of aldermen last for
only two years, and the rate of turnover makes 1%t
difficult rfor administrators to develop uzeful relatlion-
ehipa with them. The aldermen are largely 1gncréht of
the library and use 1t little. Some see the library
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onily as a scurca of prassure, as the communlty forces

them to take actlon conserning it, or as an asset in
attracting new industry. Often thelr petty Jealousies
over political Jurisdictions interfere with the admin-
istrator's desires for participation in regicnal and

other cooperative programs. Furthermore, the librery

must compete with other agencles for speclal fund drives —--
bonds, tax supplements -- and its rank 1n such competltion
with schools, roads, and hogpltals 1s evidently low.

On the whole, appointed government offliclalz are
¢loser $o the library than the elected ofTicials, and’
they use 1t more for personsl materlels and for speclal,
technlcal information in their work. They also seem
to have n greater gensral interest in the library as &
community service., On the other hand, library executlves
feel that thelr boards are more undersbtanding than the
govermment, although they 4o not feel that thelr beards
are active enough or effective enough. Indeed they are
anmbivalent. They turn to officials for support; often
gat it in spite of board apathy and feel that the boards
are nonetheless more "understandlng*. Boards have more
continuous relationships with the librarians and are
legelly bound to them; such ties are strong apparently.
Further, hoards do desel qulte often with polley problems
on a broader level while government deals more often with
such immadiate "maintsnance" problems as supply of mate-

rials end services. It 1s clear I{rom the interviews,
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howaver, that "politicking” pays of'f for library exece
utives, and an dhtive minority in the profession would

1like to have boards of trustees abolished and take their

‘ghancas with public offlocials.

To strengthen thair positions in the sommunity,
Y brary administrators resort to several tacticsa, some
of which they all approve whereas cthers are more
doubtful. Speclal services to groups bring favor from
the community to the librarian, especlally thosa to
government and business -~ and perhaps, increasingly,
thoge to various "dlsadvantaged” groups. HNamely, whlle
the manifest consegquence of such changes 1s to provide'
more gervice, the latent consequences are to increase
favor for the library generally. This is clearly
understood by many administrators although ususaliy the
only deliberately exploited service 1s that glven to
business and government. Library admimistrators ciaim
to feel guite free te alir library problems, although
they remaln uncomfortable at the prospect of public con-
. troversy. In the face of crises, most administrators
can make use of two tectiecs -- they take advantage of
opportunities to be heard publicly 1in defense of the
llbrary and they Beek.out powerful individuals and groups
in the communlty without exposure to public scrutiny.
Many librarisns are uncomfcrtable in attempting to
influsnce the appointments éf board members, e toctilc
gometipes adopted in an effert to atrengthen llibrary
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programs. Despite thelr uneaesiness many often use this
power. Evean aggressive librarians ara reluctant to use
the llibrary iteelf as a weapon by reduclng services in
order to get more support. This 1s felt to be "dangerous*
tactica likely to allenate the community, a device appro-
priate only in emergencles,

Generally zpeaking, while the profession 1ls held
to be more important than local expactations as a source
for the definition of librery gosals, loyalty to the
profesaion ranks second in importance to loyalty to the
eopmunity. This can be summed up saylng that while
policles of the public libraries fall increaslngly in
line with national professlonal goals, the means of
implementing them, their timing, and compromlses wlth
ther are determined by local sentiuent, _

The public's attitude towerd the library 1s mixed --
At i3 Been as a recreatlonal and an educational organization
with growlng emphasis on the educational dimension.
Desplte increasing patronage by students, minority groups,
‘and the lower~classes, the public lidbrary remalns and is
expected to remain a middle-class institution. The
patterna of programs and use for thls group have nct
formed distinctly. That 1s, the demand for materlals
by patrons 1is still) more important than the specisl
proérams or services planned by the llbrarians, In this
genge, the presumably dynamlc and agegressive nature of

+ha library 1s subordlinated to public definiticn of
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library service. Thia doeg not mean, however, that the
library is condemned to a strictly passalve role, The

auccessful libraries are those in which librarians have

selected materials Judielously from the great variety
avallable in antlcipation of demand and then who have
oreated a congenlel atmosphere and general awereness of
the llbrary’s serviees., The *“fallure~ of the library as
& dynamlc, aggresslve organizatlon 18 due sither to

{1} the lack of adequate funda and staff to provide
gpacial services to bring more patronege or (2) to the
‘undeveloped acceptance of the library's role 1ln education-
informatlion ;s a highly structured and actlive agency.
The members of the llbrary publlce apparently feel more
comfortable 1ln dealing with the llbrary on an individusl
basis with the initilatlon of reading activity coming
from the reader, not from the library, and with service
genarally provided on an individual rather than s group
basis.

The size of the largely middle-class library cli-
entele 18 small and has somewhat unsophisticated ideas of
library service, dbut 1t ;g vocal and disproportionately
porerful in the community. It 1s able toc Insure a
minimel level of service and provides a basia for growth
by use of the llbrary and by agltation for governmental
gupport. Sueh politieal support remaine invariably
non-partisan and ieg relatively unorganized. Particular

groups organize in crder to ellclt votes for llbrary
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bends or special taxes and disband when the objectives
are reached, The exceptions to thls are the trustees
and those libraries who have Friends of the Library
groups on & permanent basls, Other ¢lvi¢ groups provide

& Xind of backstop of llbrazry suppert, but they include
the library alcong with many other actlvities. Accord-
ingly, their interest must be reactivated as any speciél
need arises. Direct oppeoaltion to the library is rare;
apathy ig the major enemy. However, amonxg the most
influential patrons is the professional, technical,

and managerinl class, a groud) of growing lmportance in
American society.' Conslderable strengthening of the

. public library support comes from thls articulate part

of the middle-class snd 1t is held that the future of

the public library will be considerably brighter due to
incrensed appreciation of library services by this segment
of Boclety.

Library sdmlnistratora say that they are generally
gatisfied with their role. whlle the frustratlons are
many, they are not as important as the satisfactlon derié&d
from thelr work. There are, however, two major sources
of digesatisfaction, While relatively well-pald 1n com-
parison with other officials, mdmwinistrators do not feel
that they ere accorded the esteem that thelr work and
abllity deserve. Further, as we have indicated, a general

lack of support and intereat from trustees, the
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-govarnnment, &nd much of tho communlty at large iz a
source of great dlscouragement.

Library executives learn to play their roles through
sducatlon, pre-administration experience and observation,
end a3 adelnlstrators. The latter ig most lmportant
bacause the norms rpresented in professional education ars
vague, the work and relationships of the adminlastrator
are not generally visible and have not been clearly
presented to him as & student or a worker, and because
there are many variations from one communlty tc another
'1n legal, social, flnanclal, and other obllgatlons.

The interpersonal tasks are more lmportant than the
technical ones, and most of the lmportant scclial rela-
tionships are with lay persons outside the library stafr.
Tha lack of trelning for administration -- for both 1its
aocial and technical tasks -- 1ie a handlcap in developlng
the kind of adminliztrative strength that is deslred. A
further handlcap arlses because of administrators® une-
certainty regarding gsanctions or speciflec operaticnal
guldes for administration, and most administrators feel
that there should be some,

Library administration 1s a publis profassicn, with
a contractual agreement hetween trustees; local government,
and the library executive himself. This makes for a
buresucratic orlentation on the part of the administrator,

who is also & member of an independent and "private™
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profession whose patrons are in the maln privates persons,.
This marginal nature of library administration -- being
both a bureauc;atlc and a "private" profession --
constitutes another dlmenszion of "status dilemma”. Ona
anjoys high status in his profesalon because he is an
adminlstrator, yet hls position in the bureaueracy of
government is relatively low. He i3 suppased to be a
leader, but often he can lead only hls own staff. He
st edopt a neutral stance 1n the community on many
library-related issues and consequently 1in his relaticns
with his trustees and the government s well. Actually,
the library administrator has both a "passive” or
"neutral” and an "aggressive® set of norms from the
iibrary profession to rationallze hls declisions. The
eentral yroblems arise in relating to trustess and

government as neutral or active.

The administrator 1s uncertsln about developing
or using power., He might circumvent the trustees and
appeal directly to the government or to the community
groups which might support him, but then he may invite
trustee hostlllity or find that the communlty groups are
poorly organized or apathetic. The sex of the library
sdministrator may be of cruclal importance in any power
stratezy. Librarianship s predominantly a female
occupation domlnated by men in positions as administrative

librarians, trustees and in government. The male
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administrator hes ocloser informal relationshlps with
other officials than do women, but he is still clearly
differentiated from them by his professional affiliation
which 1ls essentially "feminine® in nature. He may have
rather weak ties, then, with both hls female subordinates
and with mele guperordinates, Female administrators may
have stronger ties with ths female staff, however, and
find themselves not as welcome wlth mals supsrordinstes
as are thelr male counterparts. They consequently turn
more to managerial tasks and lnternal relatlonships in
thelr crganlzatlon.

Because library admlnistratlion is a professlon in
which other persons are the nost direct beneflciaries,
and whose materiml rewards in terms of income, prestige,
and approval of others are comparatively low, the moti-
vatlon of administrators must be in terms of service,
achievement, and collectivity (professlonal) obligation.
Yat, notwlthstanding the many advances desired, most
adoinistrators are satisfied with thelr work and con-

fident about the future of the profession.

Conelusion
On the basgis aof our rindings and summary several
salient conclusicns may be drawn. They are 1ln many ways
tentative, as the varisbles are sublect to chenge es our

¥nowledge of the teople 1s advanced.
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The range of permisaible behavior for library admine
istratoers 1s qulte considerable., This 1e due in lerge
part to the lack of strong professlonal negatlive aﬁnctions.
and to the pre-emlnence of local ssnctlons whilch vary
wldely 1n their permlsalveness. The professlan 18 only
modestly self-regulating and the admlnistrator rfunctions
quite independently of his profession. He has, of
course, internalized many of the norms of the profession
and is subjlect to pear survelllance. .Both of these
factors, however, are loosely and informally structured,
and many of these relationships are vague and lacking
in normative definition. )

Indeed, the norms attributed to the profession are
characteristic of many groups and do not distlingulsh
librarians or library administrators with any great
exactness. Consequently, the library administrator may
be deserlbed as striving to achleve ldentity and power
through bargaining with efficiels and others and rellaence
on general norms and attitudes characteristic of govern.
ment and business, and eduemtion.

The scope of the adminlstrator's expertlse is
broader than that of hls positlon and role. He has a
superior general educatlon, relative to other members
of his community, exd he 13 capable of serving both g3
a general educater in many arces of community life to

which he has little sccess and as an information
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gposlalist for the many particular soclal and occupational
groups in his communlty.

The sex of the libreary executive has played an
important part in nearly all aspects of his role, In
general, thilz mesns that female administrators are hand-
icapped far more than men 1n Initleting and mailntalning
fruitrful relatlionshlps wlth the predominantly male
government structure of whlch the library 1= s part.

As more men enter the professlon and follow the expected
path of rapld promotlon to executlve positions, both the
pesition of the library in the community and tha role of
the libtrary executive may be made easler, as 1t becomes
mores widely accepted 1ln soclety that the profession, in
its executlve posts, at lesst, 1s more male than females.
At the same time, some greater progress may be asxpected
toward the acceptance of woamen as professiconals, sxperts,
and executives 1n public 1life. Women library executlves
mey then enloy more equitable status and power in governing
their organlzatlons.

_ The library administrator cannot be as creative an

“exeoutive in all the respects and to the degrea that the
literature lmplies. He is, howevar, extremely capable
of initisting programs and policies in the community and
in inttlating relationships that will fecllltate thelr
ingtrumentation, chlefly through budgetary lmprovements.
He undergoes a agreat deal of stress in such ecasges, and he

mist atruggle with little guldence or support from his
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profession. He is moving lnto the pollitical arena with
wome trepldation, as well he mlght, in questioning the

status quo of library government.

The limited and unclear “sphere of autonomy” and
the rether wide range of behavlor permissible for library
executives constitute two major problems for the rro-
fesslion, the organlzatlon, and the administrator who would

be successfully craatlve iIn hie role. Both problems
. will come nearer solutlon as the library incresses in
lnportance and as a new generatlon of presumably more
aggresalve llbrarlans emerges and asserts its authority.
In both instances, power plays a cruclal function:
power accrues to the library as its technical resources
and services ilmprove and the demand for them grows, and
a3 the llbrarian emerges as the primary authority for
contrel of the organlzatlion due to nis expertise and his
abillity to take advantage of the agqulsition of power.
Whera the administrator feils in this latter effort the
power will pass to other organizations.

This 18 becoming dramatically clearer with the
development of relevant technologlcal advances in the
production, processaing, &nd retrleval of information.

If the library and the librarisn are clearly assoclated
wlth thls-new technology thelr power and lrfluence promises

to thrive, If they fall to exploit the technologlical
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advancesg, other organizations will £111 their roles and
aocquire the power and influence allied with them. 1In
any such dymnamic situations the organization membership,
eapecially its adminlstrators, is oonfronted with the
need to develop thelr own stendards for exploiting the
ohangés in technology and services of the organization.

Important changes lie -1n the area of soclal rela-
tjonships, The socinl dimension of the library cxecutive's
yola 18 presently more important than the performance of
his technlcal tasks, while the extendsd soclal relatlon-
ships that can be expected as an outgrowth of new
technelogy will assuredly increase the interpersonal
dlpenzion of his role.

It is incumbent on the profession through its
educatlonal preparatlon and 1ts assoclatlons to develop
paeful norms for the administrator and his staff in order
to avold the sxcegses of stress that play an undue part
in the axecutive role and te simultanecusly enbance the
implemantation of the organization's goals.

Until such norms are profession-wide, the individual
administrator will bte left lergely to his own davices.
His ingenulty in concelving and enacting appropriate
roles and norms provide a partial solutlon for his own
proviems, for better or for worse, and at the same time

function ags a basis for communicating with colleagues

in the development of standards for the entirc profession.

The fundamental problems of publi¢ librarianship are
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highlighted in libraries whooe executives are most oreative.
Analysls of thess problems and of the workabie norms

and procedures developed by the more Imaginative and
socially skillful executives serve to Increase our undera-
standing of the professional employed in a bureausracy,

of Interburasucratic relationshipa, and of leadership.

All are factors of paramcunt importance in generating

superior publie library adiministrators.
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INTERVIEW SCHEDULE

Basclkground and Careern

1.

2.
3'

hl

5-
.

7.
8.
99

10.

11.

12,

Age range 30-39 Lo-kg — 50-59

over &0
Male Female
Marital status Single Married

— Separated . Widowed

Fducation: Degreea and Institutions

How many years have you been in this posaition?

Have you been a chlef librarlan in any other library?
If eo, where?

Are you a natlve of this community?

Do you feel that this helps or hinders your adminis-
trative dutlesa?

If you had 1t to do over again, would you choosa
a different Job? Wasz librartanship your first
cholce as a career?

What ere the bazlic sources of digsatisfaction in
your Job:

the demands of the job

yourself

the authorities over you
___ the communlty

the prolession

other (indicate)

What are the major satisfastions in your Job?



13.

173

Do you expect to remaln an administrater or to turn
to aome other kind of position?

Attitude toward his Pogitlon and Work

1#.
15.
16,

17-
) 18.

19.
20-

21.

22,

23,

What of your activities are most lmpertant?
What of your motlvitlies are most time-consuming?

How do you think you rank 1ln prestige with othsr
edministrateors in the communlty?

What organlzation 1n this community 1s most like
the libraryt Least like the library?

What would you tell a person who was trying to decide
whether to take an edminiatrative position?

What makes a "good” iibrary administrator?

What kinds of things de¢ library administrators de
that you consider incompetent or unprofessicnal?
What should be dene to them?

What the public thinks about librarianz can be
important. What negative traits do you find locally
attributed to librarinns? What positive traita?

Do you find that the public immge of the librarian
interfares with your administration of the lihrary?

How do you think that the predominance of women in
1ibrarianship affects the administration of the
library? Is it emsler to get salary increases for
men than women?

Is authority in book selection more aceeptable if
carried on by a man rather than by a woeman?

- Can women "wheel and deal" as readily as men? Does

1t make a difference in public llbrary sdministration?
Do men tend to censor books more than women?

- Relations with the Community

2:4.

25.

What sort of centact do you have with patrons?
Problematic? Frequent? Frustratingly “distant™?

. Do you get any pressure from patrons through

the board or local government?

What kind of people use your library?
Do you think that lower-class patronaga may becomsa

deminant?t



26.

27,

28,

29.

30.

3.

32,

J3.

174

What aetlivities ln your work doea the public approve
most? Approve lesst? Understand lesst?

Does the publlc ase the library primarily as an
educational agency?

Who are the library's frienda, if any?
Who are the library's opponents?

Other than trustees and government officiala, what
individuals or groups in your community have a

volece in setting policy for procedure for the library?
Labor unions?, tax payer associations?, P.T.A.'s?

What do you think would happen if the library
closed?

When you run inte problems with officials or with
the board do you feel f{ree to talk and write about
it locally?

Do you write in professional jJournals about such
problems?

Would anyone locally be likely to know about this
1f you did?

Do you think that a librarian In your position should
sppeak out when he feels that certain pollcies are
not Jjust?

Are you encouraged or permltted to actlvely seek

‘aupport for funds by addressing lecal groupa such

ag service clubs, union locals, etc.?
What community activities are you sxpected to Join?

Are you called on to partlicipate in planning for
educatlon in the community?

Belations with the Profession

38,

How would you rank these i1tems In their importance
to you es an administrator?

Profecssional meetings 3tate
Reglonal ____ Hational

Professional Journals State
Repional I

Professional subordinate starf

iRl



39.
ho.

al.

Librarianz you know in similar positions
None of thece are very useful.

What 1a the most 1ﬁportant help you get from the
profesaion ln your Job?

Do you have any reguler communication with other
librarians about problems in your Jaob?

Do you feel a stronger attaechment to librarianship
in general or to public librarisnghip or to any other
division of the professlon?

Differing Professional and Local Expzctations

uz-

k’J-

4!*.
45.

4s.
47.

48,

50.

5.

Do you feel stronger loyaltles to the profssgsion or
to your local community?
Are these groups essentially in conflict with each

othsr?

How do you feel about effiliating with othar
librarles or library systems?

How de the local offictals feel about this?

Are you also engaged in consultlng, research,
teaching or simllar activlitles?

Do you think that these actlivlities interfere with
or ald you in your Job?

Do local offlcials expect you to engsge in such
professional activities?

Do you think that librarians should be active
professionally in working on community problems
or in research with other professicnal people?

What are the major functions of the trustee in your

library?
Do they pass on acquisitions? On the employment of
starf? On dischurge of stafrl?

Do you have any volce in nominating or selecting
mambers of your board?

Do you have difficulty in defining the jurisdiction
of the library?

Por instance, do the trustees and government



52,
53.

5#‘

55-

57.

58.

59.

60.

610

62.

1%

officlals acoept the professlonal staff ag author-
ities on librery matterst

Does your board or the loeal government expect you
to de thinge you copnsider unprofessional?

Do they leave 1t up to you to determine what the
public wants or do they have thelr own views on that?

In many communities working-class people use the
1ibrary rarely. Does your btoard encourage the use
of the library by thess peaple?

Do local officilals and trustees use the Yibrary
very much? For what purposes?

Are the local government offlcials more impressed with
statistice on circulation and reference or wilth
bullding up your collection and extending services?

When you expact %o have a problem in getting a
budget accepted do you try to get some support from
gome of the members of the board or other officials
before preaenting the budget formally?

What do you do when salary raisesz, for instance,
are contested by some members? Leave it up to the
board without getting much involved? Act as
mediator to get a compromise? What are your
arguments?

Can you get what you want or nead by going through
channels -- or do you try various "anglea“?

Do you have to compete with local schools for money
end materials? .

There has been a great deal sald about giving library
gervice to groups as well as to lndividuals, How

do you feecl about this? What kinds of groups do

you serve?

Do you provida speclal services to any loecal
businacs or Industrial firmst 1If so, do you get
extra fees for this? Do you prepare confidential
reports for these firms? How do you think that
thls service affects the library?

Do you or any of your staff portlcipate in any
rasearch or educational preojeets with other pro-
fessional people who are not librarians?



63,

65.

69.

70.

71.
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Do you think that librarians should have sgelal
friends among clty offlclals? Among other pro-
fessional people in the communlty?

A few years ago the Brooklyn Public Library was
having serious budget problems. It reduced its

-public service drastically, demonstrating what must

happen if it didn't receive more financial support.
Community reactlon was qulte strong and the llbrary
WBE gilven more mohey.

What do you think about this kind of action on the
part of the librarian?

¥hich group is more lmportent in Treally setting
guldelines or standards for your library policles
and procedures -- the profession or the local
officials?

Who in tha community seems to understand your prob-
lems best? Trustees or government officials?

Can boards be effective in representing the library?
Are they?

What ere thas most pressing problems of librarians
in the medivm-2ized public 1ilbrary?

How wall do you feel that you contend with thene
problems -~ in the United States and in North
Carolina?

Let us suppose that your librery were not providing
racially integrated service and you spoke out either
for or against this pollecy -- what do you think
would happen to you?

In sum, how do you feel about belng motivated to be
actlve and aggressive antlelpating and planning for
1ibrary needs and yet supposedly closely governed
by your board?
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