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COURSE-2 : LIBR_ARY-MANAGEMENT

The library management is important from the learner’s point of view, because the course covers the
day-to-day library routine activities of all the sections of the library and gives a complete insight into the
working of a library. In addition the types of records, charts and proformas with their specimens give a
picture of what types of records are to be adopted in different libraries. |

~ Thelibrary practices covered in this course material are applicable to majority of libraries as the units
deal with fundamentals. The units spell out theoretical principles and also practical selutions. In few
special libraries and documentation / information centres the management process may slightly Cl]ffCI'
however, they are indicated at appropriate places to the extent possible.

This course deals with the topics in Management of Libraries and Information Centres included i the

syllabus for the Bachelor of Library and Information Science (BLISc) Programme of Dr. B. R. Ambedkar
Open University. These topics cover the core area of the subject. The main objectives of this Course

are

- tointroduce the theories and principles of management and to consider their application in _

library organisation
- todescribe various administrative procedures of the different library secnons

- tofamiliarise various aspects of library'governance viz. library rules, regulatlons and commit- |

~ tees; human resource management; financial management; library statistics and annuai reports
- tointroduce collection development procedures of both print and non-print media
- to explam different cu*culatton and mamtenance methods

The course material originally prepared in 1985 was revised in 1993. In 2002 the course units
are reorgamsed into four blocks with 16 umts and the eontent has been revised.

For the sake of convenience the Course has been dmded into blocks and each block has been

divided further into units. Each unit generally covers a specific area of the subject. The course units
_ are prepared by specialists in accordance with the syllabus so as to enable you to read and understand
them without much difficulty. Each Unit begins with a list of contents. The contents of the Units are
divided into sub-themes and they ar¢ numbered upto three levels for easy reference. Each Unit ends
up with Summing up, Model Answers, Assignments, Recommended Books. Glossary and Model
Exammatton Questions, o :

Your Umversnty hopes that the course material will help you get yourself acquamted with the
contents of Course - 02 : Management of Library and Information Centres. The Counse]hng; cum-.
- contact sessions offered to you at the Study Centre will help you get clarification of your “doubts.
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BLOCK - I: MANAGEMENT PRINCIPLES &ORGANISATION

Like any big organisation of large administrative unit, managing a library is a specialised and corpli- -
cated task and requires managerial skills. Management of a modern library requires not only managerial
ability of the highest order but also a highly cultured and sophisticated skill to solve multi-dimensional
problems of a library. The art of managing a library is not merely taking care of books but also furnishing
information of a specialised nature. To organise and administer libraries of today is not merely a matter of
commonsense but it requires as much ability, skills and knowledge like any other big organisation. Hence,
the general management principles are discussed in Unit-1 and application of such management techniques
to library operations is covered in Unit-2. ' ' -

‘ The Unit-3 discusses the organisational structure of libraries. One of the ways to organise the library’s
activities is to demarcate the right type of activities involved and to identify the persons incharge of these
activities. Such a demarcationis helpful to determine and define responsibilities and relationships between
different units of a library. The organisational structure in different types of libraries has been illustrated with
 organisational charts. B P ' _ '
The planning of library building depends on the vision of the librarian on its future expansion.
A purposeful and elegant library bﬁil-djn_g is the result of a teamwork of persons from academic, pro-
fessional, engineeriﬁgan architectural fields. The library building plannirig is guided by some norms.
~ and principles, which have been explained in Unit-4. This Unit further deals with library furniture
and equipment. The managers of the library should be well v'e_rsed‘ in identifying the suitable and ap-
propriate furniture and equipment of fit with the library building for comfort and efficiency. Differ-
N ent types of furniture and equipment are required to fit with the library building for comfort and

.

efficiency. The furniture and equiprnent required in different sections of a library and their use have

been explained.







UNIT -1 : GENERAL PRINCIPLES OF MANAGEMENT
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A systematic study of management as a distinct branch of knowledge has bcgén in the
twentieth century with the fortulation of various schools of management thought. In ths

1.0 ATMS AND OBJECTIVES

Umt we will discuss the general principles of management. _ o

After studylng this unit, you should be able to

. explain the meaning, scope, characteristics and levels
* - provide a perspective of the various schools of management thought,
: |
. 'explam the nature of ‘scientific management and indicate the contrhibutlon made

by Dr S.R. Ranganathan to it,

. describe the various elements of management process such as planmng organizing,
statfing, directing, coordmatmg, reporting and budgetlng

1.1  INTRODUCTION

_Thiere is lot of varicty among libraries in terms of their strength of document collection,
types of documents available, objectives, organisational structure, financial resqurcefulness,
range of operations and services, etc. In addition, if we take a look fiom the management

angle, we can perceive in them a wide range' of styié of management, organisational cultures,

staff morale and motivation levels, opportunities for inﬁovation environmental factors, etc.
In the present times libraries are functioning in the environment which is constantly throwmg
up new challenges, opportunities and threats. Advanced technologies such|as satellite
commumcatmn CD-ROM and computer networks are invading the l]branes A wide range
of information services and products are ﬂoodmg the market day-by-day. “The information
needs and demands of the users are becoming much more complex and d1ff1cqlt to satisfy
through traditional hbrary services. The libraries are facing the challenge to adapt themselves
to this dynamic er1v1ronment and to continue to scrve the user’ needs effectively and efficiently.
It is no exaggercttmn to say that most of the problems which libraries face toddy pertaln to
management. ' '

In this constantly ﬂuctuating scendrio, a thorough undcrstand.ihg of the prmciples.

underlying the process of management and knowledge of advance management technique such
- as systems analysis, environmental monitoring, network analysis, etc. would immensely help
the library manager to cope with the complex situation and successfully handle theJ specialised
task-of managing the library in this turbulent environment. -

As organizations, Iibraries have cértain unigue featares: _ ‘

* they are not profit-making organizations.

= they offer services to the users free of cost. | }

~The aperation of library services involves heavy expenditure., If the library managers

have to justify the existence of their librarics, then they should offer effective and efficient
services. This would be possible only when the libraries are managed well on scie}ntiﬁc lines.




1.2  MANAGEMENT - MEANING AND SCOPE

Every organisation is established with certain goals and objectives. . In order to achieve
the goals and objectives, organisations need not only resources, but also methods.

1.2.1 Meaning of Management

The term ‘Management’ has been defined sevetal ways. Every wriler has tried to define
it in his own way. Though the nature and functions of management have increasingly become
clear, yet the experts in the field of management have not given a clear cut definition of the
term. Majority of scholats who have tried to define management had, in fact, stated the
functions of management. Some of those defini tions are given below

i)

iii)

iv)

vi)

Management is a distinct process conmstmg of planmng, organising, actuatmg, '
and controlling, utilizing in each both science and art, and followed in 01der to
accomplish pre-determined objectives. - (George R. Terry)

Management'ié the art of getting 'th_ings done through and with jnformally
organised group. (Harold Koontz) o
Management is the accomplishment of result through the efforts of oth_etj'people.

(Lawrence Appley)

A multipurpose organ that manage_s a business and manages managers and manages
workers and work. (Peter F. Drucker) ' o

To manage is to forecast, to plan, to organize, to ecommand, to coordinate and to
control. (Henri Fayol)

Management isthe process by 3 wh1ch managers create, direct, maintain and operate.
purposive organisations through systematic, coordinated, cooperative human effort.

(Dalton E. Mc Farland)

1.2.2 Characteristics of Management -

From the various definitions of Management given above, we can derive the characteristics

of managernent as follows :

i)

iii)

It is a process. Utilisation of the resources 1o the optimum benefit is the process

“of management. It involves deciding the course of action to be taken, securing

necessary  physical and financial means, recruiting staff for the performance of
requisite tasks and controlling to see that the job is properly accornplished.

It is a group effort. Management to be successful requires the effort of a group

of persons and not that of any particular. single individual.

Achievement of the objectives. Management. presupposes some goals to be
achicved. There must be pre-determined objectives and the group involved should

strive to fulfil these Ob] ectives.

Management is a system of authority Authority is considered as a basic
managerial function. It is a rule-enforcing body and is bound with a web of

relationships between superiors and subordinates.




Y Management is an entity by ltselt Management is a erarate and dlstmct entity,
The function of management is how to get the work donc and not ne(fESSdllly for

the manager to do himself.

vi) Management is n'eedied'ai: all levels. Management is not restricted to the top leve]
only. Even the lowest level supervisor pcrforms some of the management
~ functions. '

vii) - Management is both an art as well as science. It is an art as the manager
- utilisises his personal skills and knowledge for problem-solving. - In addition, for
 decision-taking he adopts his own unique, personalised style whichiiq more an’

art than science. Often, it is the personal Judgement and plain commons rense which
are employed in day-to- day management,

. Management is also regarded as-a science as it has. buili-up:a systematized body. of
knowedge the basic criterion for regarding any subject as science. This systematic body of
knowledgu 1s composed of principles, laws, rules etc. formulated after tollowing the rigorous
procedure of testing in different conditions, and possess the characteristic of universal
application. However, management cannot claim to be an' exact science as it 18 concerned
with humans. We cannot predlct acwrately at al] times how humdn bemgs behave in a
partlcular situation. : : i

1.2.3 Administration vs Management

Is there any difference between “administration” and “mandg ement’ ? Thr. is a tricky
question. There is no agreement among the management SC]]O]dI‘S o1l thws pomt Some
scholurs consider the terms as synonymous and use them interchangeahly. Howevcr there
arc others who make a distinction between management and administration. Some of the
definitions which draw out the distinction between admlnlstratmn and m'magcmen|t are given
below - :

i) Administration is the process and agency which is responsible for the:
- determination of aims for which an organization and its management are to strive,
~ which establishes broad policies under which they are to operate and which they
are to operate and which gives general, oversight to the continuing effectiveness
- of the total operation in reaching the objectives sought; Manageméent js the
process and agency which directs and guides the operations of an organmatlon
in the reatization of established aims. (Ordway Tead)

ii} Admmlstratmn is to deterrmne the policies upon which the enter prise is to be
conducted, while the function of managément is to carry out the policies laid
down by the admingstrative group. (William Leffingwell and Edwin M. Rabinson)

iii)  Administratien is function of an enterprise which concerns itself with the overall

: ‘determination of policies and objectives. Management is the Functlon of an
enterprise which concerns with direction and control of various actwmes to attain
these.objectives. (William Sprtcgel)

‘American management scholars regard admmlstrallon asa w1der term and it is concemed
with determining major aims and pO]]CIE:S of an organization. . According to them, marlagement
is largely concerned with the execution of these policies.




On the other hand, British management experts regard manageinent as a wider concept
and administration as a part of management.

In the above sections, we have presented a munber of definitions of the term managemerit
and tried to differentiate it from administration. For our practical purpose, we can'adopt the
definitions provided by the American Library Association (ALA) in this regard. This de finition
brings out in a clear manner the distinction between management and administration.

ALA Glossary of Library and Information Science (Chicﬁgo:ALA, 1983} defines
management as the process of coordinating the total resources of an organization towards

- accomplishment of the desired goals of that organization through the execution of a group of

nterrelated functions such as planning, organizing, staffing, dire'cl;ing and controlling.

It says that the term management, in the sense defined above, is usually used
synonymously with administration in current management literatuse. Further, it differentiates -
between the terms administration and management. ‘Tt states :

~ Administration may be considered as a broader term, emphasizing the planning function,
involving goal setting and major policy formulation, with management variously linited to
the process of coordination of certain functions and activities of an organization toward the
accomplishment of its goals. '

In other words, the term management is used in two senses :
1) as a synonym of the term administration,
i) a5 a4 narrower term in relation to administration.

G. Edward Evans, author of the well- known book, Management Techniques for
Librarians, says : T W :

~ Admimistrators establish fundamental patt_érns of operation and goals for an organization,
while managers primarily carry out the directions of the administrators.

- Ina University, the governing council or executive committee lays down the policies,
objectives, rules and regulations of the whole university including its library. While the
governing council or the executive committee represents-the administration, the university
librarian and his subordinate officers constitute the management component of the library.

Scientific Approach

It is preferable for a manager to adopt scientific method for problem-solving. The
scientific approach proceéds in a systematic manner with the following steps :

~ + definition of objectives
« formulation of hypotheses
»collection, analysis and interpretation of data
¢ drawing conclusion

For problem-solving, the manager can utilise a variety of mathematical and statlstlcal
methods that are available,




1.3 LEVELS OF MANAGEMENT

Tn an organisation, we can distinguish three levels of management, namely,
« top management ,
» mid-level management

« first -line management
|

The number of managers-decreases as we proceed'--from bottom level to toT level. There
are considerable differences in the functions performed and skills required by managers working
at these levels. '

- Generally, these is one chief executive (in case of libraries the chief librarian) at the top
level followed by a couple of mid-level managers in the middle and a small number of first-
line managers at the bottom. . 3 |

_ You should remember that often libraries have two distinct hierarchies, namely, that of
the library"itself and that of the parent organisation of which it is a part. In the case of the

“library hierarchy, the chicf librarian is considered as the top management.” However, if we

take the whole parent organisation into Considerat'ion then the chief librarian ma‘y be regarded

as belongmg to'the mid-level management with the head of the parent org'mlsauon as the top
management. Let us now briefly look into the functlons performed by managers at these three-

levels.

-

1. 3 1 Top Management

It takes care of the future plans, establishes policies, identifies goals and monitors the
‘external environment, The external environment is scanned mainly for one major purpose -
to perceive future changes. As you know, the changes in the external environment may at
times turn out to be damaging to the organisation’s interests or, on the contrary, may throw
up new opportunities for its 'gmwth. The top-level manager maintains cidse contacts with
* outside organizations and acts as representative of library in social, business 'ar_ﬂj government
meetings. While formulating plans, top management takes into cousideration not onty the

information gathered by it from external sources but also the reports submitted by the mid--

level management. ' .
- |
1.3.2 Mid-level Management '

As we have already seen in the above section, the top management lays down the broad
strategies and policies of an organization. Tt is the duty of the mid-level management to
transform these strategies/policies into specific programmes of action. It also feeds the top
management with summary reports. These reports are prepared with the help of statistical
analysis of data sent by the first-line managers. The mid-ievel management should have deep
understanding of the various departments, and its main function is coordination; it acts as a
bridge between top and first-line management.

1.3.3 First -line Mﬁnhgcment | i

It handles the routine daily administration of organisation’s resources - human, material,
financial, etc. - for the purpose of achieving -short-range objectives. It is mainly concerned




with supervising the work of the staff and solving their problems.. For this pzurp_ose, it requires
to have thorough professional knowledgé and abundant interpersonal skills to communicate
effectively with the lower level staff. In addition, it is also responsible for cnsunng quahly
© contrel and maintaining s[dndards with the orgamzatmn

Management

Mid-Level
Management

First -Line Management

Figure 1 : Levels of Management
" Self - Check Exercise - 1

Name the three levels of management
Note : i) Write your answer in the space given below.

i) Compare your answer with the model answer given at the end of this unit.

.........................................................................................................................................................

........................................................................................................................................................

14 SCHOOLS OF MANAGEMENT THOUGHT

Itis ihainly in the present twentieth century that the systerhatic study of management as
a distinct branch of knowledse has begun.  In course of time, a few schools of management _
thought have evolved. According to Prof. Krishan Kumar (Library Administration and
Muanagement, P. 12) we may categorise these schools of management thought into three broad
groups : '

1)  Scientific Schools : These comprise of scientific management schools, classical
or traditional or universalist school and system school.

2)  Human Relations Schools : These comprise of human behaviour school and social |
system school.




kY Decision Theory Scheols
Let us have a brief introduction to these varicus schools so as to have an idea of the
‘ developmeni of management thought.. Also, this knowledge would provide us a good
“Sperspective of the schools of management and help us to understand better the principles of
‘ management which we are going to discuss in section-1.8 of this unit.

1.4.1 Scientific Schools

(1) Scientific Management School

According to this school, workers are economically motivated and ti’dey work to a
maximum degree if their work efforts are linked with material rewards. This school aims to
achieve maximum production with minimum efforts through avoidance of waste and
inefficiency at the factory level. _ |

It was in 1910 that the concept “Scientific mmanagement” was first used by Louis Brandeis
during his statement before the Interstate Commerce Commission. Frederick Winslow Taylor
of U.S., who made an outuandmg contribution‘in this area, is reverred as the father of scientific
management school. He was a staunch advocate for the adoption of scientific mcthod and in
all his writings he stressed on the 1mportance of efﬁucncy '

(2) Classical or Traditional or Unlversahst School

This school, which originated in France, considers management as a umvcrsdl process.
It seeks to

* analyse management process

* develop conceptual framework

» identify principles

* develop management theory on the basis of the identified principles.

Henri Fayol of France who is regarded as the father of this school, adopted scientific
approach and viewed at administration from top to bottom He formulated thé well- known
set of 14 principles of administration, namely,

1) Division of work.
ii) Authority and responsibility
iii) Discipline

iv) Unity of command

\;) Unity of direction

vi) Subordination of individual interest to general interest
vii) Centralization

ix) Scalar chain

x) Order

xi) Equity




xxii) Stability of tenure of personnel
xii1) Initiative
Xiv) Esprif de corps

We shall discuss all these pﬁnciples of administration in detail in Section 1.8.

(3) System School

Max Weber, who researched on structure of authority in cﬁomplcﬁ organizations,
anderlined the importance of specialization jn an organisation and the hierarchy involved in
decision -taking. He explained the nature of authority and laid stress on the responsibility of
the ‘office, instzad of the individual.

Luther Gulick of U.S. identified the managerial functions and coined the acronym
POSDCORR to denote them. POSDCORB stands for planning, organizing, stalfing, directing,
coordinating, reporting and budgeting. We shall examine these functions in much more detail
in Section 1.7,

1.4.2. Human Relations Schools

" These schools, which were developed mostly by sociologists and psychologists, lay heavy
emphasis on interpersonal rclations, as managing is “getting things done through people”.
Instead of merely viewing people as work units, it seeks to study them as human beings. Its
major concern is the individual and the informal groups in the formal organization.

(1) Human Behaviour School

The underlying ph'ilosophy behind this school is that if the management takes care of
* happiness of employees, then it would be possible to achieve increased production. Behaviour
of the individual, the group and the organization forms the maih focus of study of this school.
The major concerns of this school are interpersonal relations, leadership, group dynamics and
staff motivation. : '

One of the major contributors to this school is Mary Follett, who examined the
management from sociological and psychological point of view and identified “Coordination”
as the critical factor in the management process.

(2) Social System School

The major characteristic features of this school are :

« encouragement of employees to build up social groups_'in the work place.

s provision for participation of employees in management process.

» adoption of democratic style in the functioning of the organization.

The leading proponents of this school include, among others, Chester Barnard (who
analysed Contribution-satisfaction equilibrium)}, Pcter Drucker (who introduced the
Management by Objectives, MBO in 1950s), Douglas McGregor {who formulated “Theory
X and Theory Y”') and Abraham Maslow (who developed “Need Theory™)
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1.4.3 Decision Theory Schools

They examine management taking into account the decision -making process. Their major
interest is study of procedures of rational decision-making and how managers take decisions

~ in actual real-life situations. According to this school, management can draw profitably from

the available mathematical models and quantitative techniques.

Historical Periods of Management

According to G. Edward Evans, the development of management history can be divided
into the following four periods : _ . .

* Prescientific Period, Pre-1880
¢ Scientific Management Period, 1880 - 1927
* Human Relations Period, 1927 - 1950

* Synthesis Period, 1950 - present

Theoretical Base of Modern 'Management

General Systems Theory (GST), developed by Ludwing von Bertlanffy, forms the widely
accepted theoretical base of modern management. GST attempts to integrate knowledge from
various sciences - biologiéai, physical and behavioural - into a single system. System js a
group of elements which are interlinked or interdependent, and together constitutc a whole.
It is to to be noted that the various elements of a system arc not only inter-related among
themselves but also with the outsids environment.

Consider the library as a system. It is composed of varicus subsystems such as
acquisitien, circulation, processing, eic. Library staff members, materials and finance make
up the elements of this system and its subsystems. ' '

Types of Activities in an Organization

Drawing from his rich experience of managing a variety of industrial organizations, Henri
Fayol, the French industrialist, was able to categorise the activities of an organization into the
following six basic groups : '

¢ 'Technical or production

« Commiercial (buying, selling and exchanging goods)

* Financial (search for, securing of and efficient use of money)
= Security

* Accounting (including, staﬁsﬁcé and record keeping)

*. Managerial (Planning, organization and control)

ni




Seif Check Exercise - 2
a) What is the characteristic feature of scientific management school ?
Note: 1) Write your answer in the space in the space given below.

ii) Compare your answer with the model answer given at the cnd of this unit.

........................................................................................................................................................

........................................................................................................................................................

S e e e e T TP P EL S RELEERSELEL AL AR AL A A

1.5  SCIENTIFIC MANAGEMENT

Scientific management is the application of principles and methods of modern science
to problems of administration. One of the basic principles of scientific management is
distribution, or rather decentralization, of responsibility . ‘As we have already seen in section
1.4.1 Frederick Winslow Taylor is regarded as the father of scientific management. The
underlying principles of Taylor are ' '

i) Replacing rules of thumb with science.

ii)  Obtaining harmony in group action, rather than discord.

iii)  Achieving cooperation of human beings, rather than chaotic individualism

iv)  Working for maximum output.

v)  Developing ail workers to the fullest extent possible for their own and their
: company’s highest prosperity. '
" Uses of Scientific Managément

°: assists in improving efficiency and increasing production

, offers a scientific method for wage fixation of workers from time to time on the
basis of production

. enables us to decide whether to go in for rationalisation or not in an organization.
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Features of Scientific Management
The characteristic features of scientific management gre ; O
i Job Analysis : It invclves determination of jobs and their analysis into independent
sub-jobs. Care is taken to see that there is no overlapping of various jobs.

ii) - Division of Labour : This identities the duties of staff operating at vzirious levels.

1il)  Work Methodology : It implies adoption of improved work methods based on
time and motion studics, standardisation of tools, elc.

iv)  Maximum Profits : This principle lays down that the organisatioz? should be
operated most efficiently so as to attain maximum production for owners and
maximum prosperity for staff,

v) Incentive Wage System: It states that suitable incentives should be given to
efficient workers so as to encourage them to aim for still higher level of production.
|

vi})  Complete Harmony: This principle enjoins that the nature of the relationship
between management and workers should be most harmonicus and cooperative.

Scientific management can be usefully applied to vatious library jobs, which could be
easily analysed, such as classification and cataloguing, book ordering, filing cards, charging
and discharging, duplicate checking, reproducing catalogue cards, shelvis g of books, ete. One
of the important limiting factors for the application of scientific management methcl)d Is that it

can be applied to only such jobs which permit proper analysis, ,
|
1.6 Dr. S.R. RANGANATHAN’S CONTRIBUTION TO -SCIENTIFIC
MANAGEMENT '

Dr. S.R. Ranganathan made significant contributions to the practice of librafy
management, though formulated over half a century ago, are still relevant today. They provide

useful guidelines to the practical aspects of library management. Dr. Ranganathan has
categorised the functions of management into eight groups :

¢ Planning o ‘
* Job analysis

* routine

* elimination of waste ' ‘ . i
* correlation

* time scheme

* forms and registers | _ |
= files

i) Planning : If planning is based on functions and adapted to the needs of particular library
taking into account organizational principles, then it is likely to give best results. iThe first
stcp in planning consists of analysing and 1solating different functions to be performed by the

staff. Then, the available staff can be alloted to the different sections for discharging various
functions.

———



ii) Job Analysis : Job refers to.an uitimate piece of work which is best done at a single stretch
and whose duration is ordinarily short. A number of related jobs constitute an item of work.

A careful analysis of work into jobs should be done. A job sheet giving details of the
steps necessary to complete the job should be given to the individual doing the job.

iif) Routine : It refers to those regular and repetitive duties which are required for administrative
purposes. To adopt scientific management, the librarian has to do considerable thinking,
planning, analysis and recording of details of procedure. '

iv) Elimination of Waste : Scientific management demands that in routine work utmost care
should be taken to eliminate wastage of human resources (both mental and physical), materials,
space and time.

v) Correlation : The proper correlation of not only different sections in a library but also
performance of different staff members of the same section should be ensured.

vi) Time Scheme : There must be well thought-out time limits for various jobs. Jobs may
he classified on the basis of their periodicity such as immediate, hourly, causal, daily, weekly,
monthly, quarterly, annual etc. '

vii) Forms and Registers : Properly designed forms serve as effective tools. They not only
simplify and control the work but also result in savings of time and meney. Forms should be
s0 designed that the stated purpose is accomplished with minimum effort and economic Use
of materials.

vii) Files : The general efficiency of an organization depends mostly on the efficiency of the
filing system adopted by it. Dr. Ranganathan regards filing as 4 very important work in library
office.

.17 ELEMENTS OF MANAGEMENT

L. Gulick and L. Urwick had presented a list of elements of management proéess in their
famous paper, namely, Papers on the Science of Administration (New York : Columbia
University Press, 1937). These may be regarded as the functions of management. They arc:

¢ Planning
+ Organjzing
« Staffing
"+ Directin g
+ Coordinating
« Reporting
* Budgeting

They coined the acronym POSDCORB to refer to these functions. It is to be noted that
the management process need not always proceed in the order mentioned above. The order
of these steps may vary depending upon the time and conditions. The distinctive feature of
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POSDCORB is that it helps us to identify the objectives of manager’s work. However, it does
not describe his work, Also, it tries to show us what a good management'aim$ to achieve,

Let us discuss each of the above elements of management in detail.

1.7.1 Planning

Planning, the most basic of all functions of management, is a critical element in the
success or faifure of an organization. We may regard planning as a rational approach to
realisation of previously established objectives.

Plan is a statement of the projected course of action. It involves taking crucial decisions
regarding the things to be done and the methods to be adopted for the same, -

Planning helps us to coordinate the various activities of the Jibrary towards realisation
of predetermined objectives. A good plan offers proper direction for all library activities so
that various sections function in one common direction.

-A plan states in clear terms the future activities proposed to be taken up, the per OB
who will be responsible for them and the time when these activities should be performed.

Planning is an intetlectual work of high order requiring reflection, imagination and
toresight. : : '

Itis always concerned with the future. Tt trics to anticipate the future problems and prepare
contingency plans to mcet the crisis situations. it is a continuous process that occurs at ail
levels in the library. ]_3'1¢:mr11r1,D attempts to utilise the knowledge of the past and present with a
view (o predict the future events in similar situations. o

The two broad categoriés of plans are :

* Shori-range plan : Its period of coverage is up to five years

* Long-range plan ¢ Its peridd of coverage is hbeyond five years.

If a library has both shost range and long range plans, then these twa should be properly
interfinked and coordinated. In other words, the short range plans should be censistant with
long range plans. Often, the long range plans are broad in scope and function as an umbrelia
for the short range plans.

Steps in Planning

Harold Koeontz and Cyril O’Donnel in their work, Essentials of Management (2nd ed.
New Delhi:Tata McGraw-Hill, 1980), had outlined the various steps of planning process as
follows :

. Establishment of Planning objectives.

. Establishment of Planning premises. (Premise is an assumption about the
environment, both external and internal - in which the plan is cwpeuied to be
exceuted) '

. Secarch for and examination of alternative courses of action.

. Evaluation of alternative courses of action.

. . Sclection of Course {s) of action.




. Formulation of derivative plans.” (Derivate plans are formulated with an idea to
offer support to the main basic plan.)

s Numbering the plan by budget.

-Plans allow us to have control over a situation. They-act as a standard, with the help of
which we can identify any deviation and take corrective steps. For effective control, planning

is a must,

As already stated, planning is done at all levels in a library. While the top management
formulates plans covering the entire library and linked with its objectives, the lower level
management prepares plans pertaining to a department / section.

As for the evaluation of plans, it can be done on the basis of their efficiency in realising
the objectives. We should take into account both the cost of preparing a plan and the cost of
implementing it. In libraries, it must be difficult to estimate the cost of implementing a plan.
For proper evaluation, the library manager should have thorough knowledge and experience
in the concerned area.- Evaluation of plans is regarded as a part of control process. which no
manager can afford to ignore.

1.7.2 Organizing

This is the second step following the planning stage. 1t may be defined as the process of
creating a formal structure of authority. This formal structure of authority should be clearly
defined and properly coordinated for the realisation of stated objectives. As you are aware,
an organization fulfils its objectives through the combined contributions of a number of
employees working in its various departments/sections.

At the time of designing a suitable organizational structure for a Hbrary, the library
management has to take into consideration various factors such as the library’s objectives,
users served, nature of documents, type of library building, library staff, extent of automation,
financial resources, etc. ' ' . .

Libraries may be organized in any of the following ways :

i Functional arrangement (according to -various library functions such as
acquisition, technical, reference service, maintenance, circulation, etc.}

ii}  Subject arrangement (humanities section, social scicnces section, pure and
applied scicnces section, etc)

iit)  Arrangement by area (This is done on the basis of area to be served by the library.
For example, branch libraries of public librariés are established taking into
consideration the area to be covered.

iv)  Arrangement by persons served (Children’s séction, women’s section, braille
section, etc) '

v)  Arrangement by materials (books section, periodicals section, United Nations
publications section, non-book materials section, etc.)

In Indiz, the functional arrangement is the most popular one among the central libraries
of university libraries. In addition to this, university libraries opcrate departmental libraries
organised on the basis of subjects.

15 -




Library’s organisational structure should not be rigid. If the objectives of the library are
modified, then its structure may also require certain changes to suit the changed conditions,
It is better to adopt centalisation in the area of acquisition (except book %elccﬂon) technical
processing {classification and cataloguing), and decentralisation in the area of book selection
and bCT‘VlCG‘;

1.7.3 Staffing .

This is regarded as the personnel function of the management It is mdmly concerned
with two aspects : '

|
i} recruitment of staff and. their suitable trammg to meet the quunemf,nt% of the
organisation; and ;

1) creating and maintaining an environment which is conducive 1o the pelformdnce of

variely of tasks by the employees. : '

The staffing programme of an-organisation should strive to attract bri ght tdlcnt in sufficicnt
strength, who can translate the. objectives of the hbrary into reality. The work environment
should motivate the employecs to give out their best. Lo

|
Staffing is considered as a vital function for any organization since it is the staff which
make or mar an organization; that is, the success of any organization depcnds mainly on the
quality of its employees. '

For carrying out staffing function pr0pcrly, the mdndgement should prepare a staffing
programme which

* . States in clear terms the personnel policy of the organization.
. takes care of the current as well as future needs for staff, ' ' |
*  covers all categories of staff managers, pl‘OfBSbiOl’ldl‘% supporting (administrative

as well as technical) staff and para- protessionals D !

The major elements of staffing process include, among others, !
!

. adoption for appropriate class_ification of various staff positions and suitable
remuneration. - h _ _ - !

. Proper placement of staff on various sections.

. Oftering scope for staff training and i'mprovement of educational qu!alifjcations.

. adoption of a fair policy fof translers and promotions. '

. healthy management - worker refations. _

. provision of sufficient retirement benefits such as graruity, pensinn ?etc

It is relevant to mention briefly the two techniques that are utilised in staffmcr JOb analysis
and job description.

Job analysis seeks to collect relevant information regarding the naturc (that'is operations
and responsibilities) of a specific job through such techniques as observation, questionnaires
and diary methods, etc. It finds out the tasks that constitute a Job and also identified the
abilities, skills, knowladge and kind of experience required for performing the job.




Job description states in clear terms the duties and responsibilities of a particular job.
- It also indicates, among others, the position of the job in the total hierarchy, that is, the
subordinate staff to be managed, the person to whom he should report and other posts at the
same level. '

Managers at all levels should have thorough understanding of the philosophy, policics
and procedures relating to the staffing programme of their organization. This is essential for
its successful implementation. Also, staffing programme can be evaluated by the management
at periodic intervals io make necessary changes.

1,7.4 Directing
Directing is a management function which is pei‘formed constantly and it involves
e decision - making .
« translating the decisions into official orders - both genera_d and specific.
» serving (issuing) these orders.

In a library, the chief librarian or his subordinate officers are constantly engaged in the
process of direction. They issuc a variety of orders which specify the policies, procedures,
permussible modes of conduct behaviour, etc. relating to the library.

Directing is a challenging task for the library manager. It seeks to accomplish tasks with
the help of persons, either individually or collectively. Directing aims to lead and motivate
the staff - the human resource - to contribute its best 1o the organization. Another major aim
of directing is to achieve control over the library staff. This is done by insisting that the
performance of various library activities should confirm to a predetermined standard of
efficiency and quality. '

The function of directing is not just limited to the top management only. Actu.a]ly,_ it
pervades at all supervisory levels in the whole organization. Proper directing demands good
interpersonal communications skills - written as well as oral. Written communications take
the form of office memos, letters, reports, directives, policy statements, staff manuals, work
manuals, etc. Proper care should be taken to see that these are drafted in clear and unambiguous
manner. This is essential for giving proper direction to staff members. As for oral
communication, it may be either through formal staff meetings and training programmes or
informally through interpersonal contacts.

1.7.5 Coordinating

For the successful running of an orgahisation, Coordiﬁétion is most essential. It is a vital
management function. The management should coordinate individual efforts of all staff
members in such a harmonious manner so as to achieve the organizational goals. Bven in
cases where there are personal conflicts and differing interests, steps should be taken to clear
the bottle-necks and attain the goals. ' '

Coardination is the process of establishing and maintaining interrelationships among, the
different sections/departments of an organization so as to streamline their operations for the
overall good of the organization, It involves constant adjustment of different secticns of an
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organisation to ensure that the various procedures/activities contribute to the organization to
a maximum degree. '

As organizations grow in size, coordination assumnes grealer importance. It is to be
remembered that coordination is possible through voluntary cooperation involving interpersonal
relationships. Coordination is of such significance that it pervades all aspects of management
of an organization.

Let us study “an example from library situation to understand the importance of
coordination. As you know, the periodicals section of the library handles subseriptions for

. “periodicals. It records the periodicals received in the library and:sends them 1o the

documentation section for indexing. In the documentation section, the contents of periodicals
are scanned, index cards prepared and then the periodicals are returned to the periodicals
section. As we can see, the periodicals section and documentation section are interrclated.
Periodicals scction serves as a feeder to the documentation section by supplying the latest
issues of periodicals received by it. If there is no proper coordination betweeh these two
sections, then the documentation service of the librery is likely to suffer, Suppose if the
periodicals section does not send the new periodicals promptly to the documentation section,
then the coverage of the documentation service will not be comprehensive. On the other
hand, if the documentation section does not retumn quickly the new periodicals to the periodicals
section after indexing, it will lead to complaints from readers. All such problems could be
easily solved by coordinating the work of both these sections in a proper manner.

1.7.6 Reporting ' L ;

Communication is the life blood of an organization. Reporting is an impertant component
of communication. It assists the managers to keep themselves better informed and enables
them to take correct decisions. Also, reporting enables the managers to inform the higher
authorities about the functioning, achievements and future needs of the organization.

Take for example the case of a university librarian. He submits reports to higher
authorities such as library committee or registrar so as to inform them about the activitics,
progress and needs of the library. In addition, he also makes it a poiat to keep the staft working
under him informed about the library activities, programmes, policies, etc. It should be noted
that reporting may occur at many points in the library hierarchy, not just at the top. Thc basic
aim of rcportmg is to build bridges of understanding.

Reporting may be done either in written form (staff manuals, notices, memos, reports,
staff diaries, etc.) or verbal form (telephonic talk, personal talk, meetings, etc). Partlc,ularly
in large libraries most of the reporting is in written form.

if an organization wishes to report to the people, then it has to urilise the public relations
techniques. Public relations helps the library to improve its image among the people. 1t is
regarded as a management function which attempts to gauge public attitudes, identifics policies '
and procedures of an individual or an organization which have a bearing on pubhc interest,
and implements an action programrae to gbtain undemtdndmg, suppert and goodwill of the
public,




No responsive rhanager can aiford to ignore staff reporting. The librarian should ensure
that every member of the staff is well informed about the functioning, programmes, progress
and problems of the library. This can be done in a variety of ways such as annual reports,
newsletters, notices, conducting question and answer sessions, staff meétings, staff handbooks
and manuals, circulars, etc.

A part from reporting from top to down (from librarian to lower level staff), the library
should provide for reporting from down to above also.
Examples :

i) Progress report of a project assigned to a department in the hibrary.

)  Reporting of a case of theft in the library.

iii)  Office diaries.

With the help of reports received from various sections, the librarian can undertake an
evaluation of library services and procedures.

1.7.7 Budgeting

~ Budget 1s the document which provides item-wise estimates of expected income and
expenditure during a [uture period. Generally, library budgets are prepared at annual intervals.
It is regarded as an effective management tool. . It enables the library to restrict its expenses
to the available income. Also, it helps in utilisation of its financial resources in an organised
way, that is, the expenditure can be incurred in a planned manner.

Budgeting is the f)rocess of preparation of budget. It is done keeping in view the

objectives of library in mind. If enables implementation of the adopted plans. Ii offers an”

opportunity o review / evaluate the various library programmes, thereby acting as an impaortant
control device. The chief librarian has to identify the growing or new needs of the users and
provide adequate financial resources to meet them. He plays a key role in the preparation of
budget. ' ' '

The factors which need to bé considered at the time of budgeting include :
* Strength of library collection, readers and staff

= Varicty of services offered. |

» Categories of users.

+ [mpact of inflation.

» " Location and organization of various sections/departments.

+ Peried of budget coverage

A variety of budgeting techniques are available to library managers for budgetirig such
as line-item budgeting, Tumpsum budgeting, formula budgets, perfdrmance budgeting,
programume budgeting, planning programming budgeting system (PPBS), zero-based budgeting
(ZBB), etc. You will learn these techniques in Unit 7.

A
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Self-Check Exercise -3

What does the acronym POSDCORB stands for ? : !
Note ; i) Write your answer in the space given below.

it) Compare your answer with the model answer given at the end of this unit,

1.§ - SUMMING UP

The library management should be responsive and imaginative. The library manager
should strive to develop successful human relations among the library staff. He should make

it 4 point to know the staff problems personally and try to solve them with understanding and
considerateness.

As we have already seen, libraries function in two distinct environments - the internal
environment and the external environment. The Jjob of the libraty manager is not just limited
to the design of an internal environment which is conducive to optimum performance. He
has to take into consideration the external envionment which have the potential to affect the
functioning of the library. He should develop skills to be able to forecast their impact and
prepare the library for the anticipated changes.

Libraries provide excellent opportunities for innovation and testing of new ideas. The
library manager should encourage his subordinates to innovate so as to make the librar Y Services
much more effective and efficient. He should know the various principles and techniques of
management and be capable of applying the appropriate one at the required time.

1. 9 - MODEL ANSWERS

1) The three levels of management are :
i) top management
if)  mid-level management ' ' ' .
iti)  first -line management

2 a) The characteristic feature of scientific management school is that workers are economlcahy
motivated and they work to a maximum degree if their work efforts are linked with material
rewards. "This school aims to attain maximum production using minimum efforts through
avoidance of waste and inefficiency at the work spot.




























































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































