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* COURSE-02: MANAGEMENT OF INFORMATION -
 SYSTEMSAND CENTRES

* The course ‘Management of Information Systems and Centres’ conforms te the syllabus-
- of the Master of Library and Information Sciefice’ (ML1Sc) offered by Dr B R Ambedkar Open
University, As vou have done BLISc you arc a]ready familiar with the s;ructlire of the
progratames, and the course material developed by the open universities. For the sake of
convenience, the syllabus is divided into blocks, edch of which-comprises a number of nits.
Eacli Unit generally covers a specific arca-of the subject. The Units are prepared by specialists
in accordance with the format so designed to-enable you to read and understand them without
~much difficulty. Each Unit begins with the contents list and a statement of its aitms and.
* objectives, followed by an introduction to the content of the Unit. The conterit of the Units are
- divided into sub-themes and are numbered up to three levels for easy reference. Each Unit
ends up with Let Us Sum Up, Assigniments. References, Recommended Books, Assignments -
and Model Examination Questions. - o o '

Manageinent is an age old phenemenon. However, its importance has been greatly -
dramatised in recent times. Managemient is :C('Jsléidere_d as a basic and significant process to
guide an organisation to achieve its objectives effectively’ In recent times the Management
Science has grown and developed into a complex and nterdiseiplinary field with -contributions _
from a variety of disciplines such as psychology, behavioural sciences, operations research
and ‘systems theory, statistics, economics-and technology. This complexity has given rise to

- different approaches to the study of management science. .

Libraries and Information Centres (L1Cs) are also organisations. to which the principles
and practices of scientific management are e'q_uai'!y applicable. The LICs are service-oriented
- organisations. These have certain characteristic features and functions whicl differentiate -

them from other types of organisations, especially from piofit-oriented organisations. However,

the LICs are slowly changing their basic philosophy and turning towards eaming bodies. The.
librarian or_information scientist should possess sound knowledge of managing their
documentary, financial and human resources. The course aims. to provide theoretical and
practical insight into the various.problems of managing traditional libraries as wel! as
infor_maﬁon systems and centres. ' - : ' o

- The specific objectives of the Course are

.-+ to introduce the concept of management, its nature and functions; principles of

' management; schools of management and the application of management concepis to |
libraries and information centres. L

~ . toprovide an overview of the organisational principles and describe the organisational
structure of {ibraries. . ' LT ' - =

- to Tamiliarise the learners with the concept of systems study and its application to LICs. -

- to introduce the concept of management information systems (MIS) and to familiarise
' you with the methods of evaluating information systems and services. ‘
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BLOCK -1 : THEORIES OF MANAGEMENT

_ Today’s libraries and information centres are increasingly becoming more and more
complex. The complexity of these organisations forces us to understand the principles-and
theories of modern management and put thcnﬁ into practice. The application of these scientific

. theories will help us to increase the efficiency of LICs. This Block deals with the pr_ihcip]es '
and theories of management. - L L

Unit-1 presents the nature and funétions of jﬁﬁnagéme‘ntxin the context of LICs,

Unit-2 deals with diffrent Schools- of Management Thought. It enumerates various
approaches to these theories and explains briefly about each schiool. The unit.also explains the
theories of management propounded by various management scientists, namely, Weber, Taylor, .-

Fayol, Maslow and McGregor. _, : :

Unit-3 provides an overview of the Principles of organisation. Organisational structure
depicted in organisational charts shows the authority and responsibility relationships between = *
various functions in the organisation by showing who reports to whom. This is directly related

to the attaininent of the objectives of an organisation.

Unit-4 deals with Leadership and DecisionMaking. Leadership is an important

managenal function. 1t is a means of influencing the organisational groups in‘its efforts towards
- goal setting and goal achievement. The theories of leadership, namely, trait theory, luissez-

Jaire, democratic. approach, management grid, etc explain how different managers adopt their

styles. ' ' S ' : '

Unit-5 provides an overvieiw of planning process with spcc'ieil emphasis on the factors,
types and steps.involved in the planning of information systems and services. Plaining assumes
a considerable tmportance in*recent times due to changes .in the libraries -and information .
environment. Planning helps in iden.tifying programmes; and prioritisation of resource allocation
‘to achieve specialised goals of LICs. R







_UNIT 1 'NATURE AND. PURP’OSE OF o
_ MANAGEMENT s

- Structure
1.0 Aims and Objectives
111 Introduction o
12 Concept of Management L S
1.3 Deﬁmtlons _ L - e
14 Management ~ Nature and Charactenstlcs _
14,1 Nature' R
.42 Characteristics © R 77

15 Functions and Levels of Management
1.5.1 Operatwe & Ma.nagenal Functlons
1 5. 2 Levels of Management '

16 Application of Management Teehnic_qﬁes LN -

17- LetUsSumUp
1.8 References and Recommended Books
: '1.9_ Model Exammatlon Questlons '

1.0 AI-MS AND 'OBJECT'IVES- -

The unit aims to 1ntroduce the nature, scope and purpose of management in general x
. and the application of managefent prmmples and techmques to the systemat1c management
' of hbranes and Informatlon centres, in partleular : :

After studymg thls unit you should be able to

R explam the basic concepts n Management .
define managemeit and describe its nature,. purpose and scope
explain that managerial functions are the cssence of management process
distinguish various managerlal levels L -
) diseuss the various methods of demsmn-makmg and lts appheatmn to LICs




1.1 INTRODUCTION

Every organisation or an enterprisc is established with cerlan purposes,| goals and
objectives. These organisations do hiave a reason to exist. To enable them to achieve the goals
some, programmes or miethods ‘are identified and implemented. The organisationg.also need
© resources such,as men, material. money, machinery, information to successfully aghicve the

goals or ob]ectlves The available resources are usgd cconomically and optunali\ Skll]S
knowledge and techniques are necessary to make optimum utilisation of these resources in
order to achieve the stated objectives. Management is a combination of all the above, i¢.,
- allocating the resources as inputs in order to-achicve the objectives (ov tput) by using ma,nagerlal
functions such as planning, organisation, dirccting ete. There is also need for plans to miake
‘the organisations more cffective, The know ledge of skills, management concepls, theories |
~and prmcmlos are vsscnna] to succcssfull} 111.:magr., 1113 orgamsatlon mcludmg the| library.

'1 2 CONCEPT OF MANAGEMENT

]n an organization or an enturprlse all kmds of resources are avmlable mater 1a1 human_ o

and lcchnologma] These resources must be L\plmted 138 a manncr that brmgs optlmum results
ini terms of 1npui = output functions. - 3
In bringing out the optimum use of the walhblo resources a catalytic - ro]e 1 played by _
people who arc known as “Managers”. The managers are leaders who arc responsiblg to achieve
the goals. The knowladge and the skills they usc in p(,rfonn ing such a role are broadly referred
to as the field of Management. These managers are leaders. who are responsible for| achieving:
the goals. The. knowledge of skills, management concepts, theories and principles are cssential
for the m'ma,gers to successfully manage any orgamsation, mcludmg the library. For this
purpose, effective coordination of human cfforts and non-human Tesourees are brought about
L w1th a view o optimize the output of an organization. -
. , . _
Managc,ment 1s the brain of an OI’gd]‘IIZ"Lthn Mzmagunmt s a pr0c<.s mvo]wnE
- planning activity and policy making. It also helps in predicting what is going to happ I:n (current
environmeat and the forcsight to the enterprise). Peter Drucker rightly pointed out that
ma.nagemcnt Is a multipurpose mgamsat[on that manag,cs a busmcss mzmag(,s ma mgc,rs and
‘manages workc,r and wark. -
Management is the prlmm force with in the organization whlch tends to ]w.d towards
achievement of goais/orgunz'ltloml objcctm,s Jt can also be stated that l:he objcctwes arc
the basis for managc,mcn‘t :

. -
'

Thc managemctit '1]50 provides dynamic leadcrslup that combines the proguctive but
‘passtve Teseurces into frutful output's [t contr lbutbS m obt’unmgj the maximim r su]tq w1th
mmlmum reaourccs

’Vla.mgement is concemc,d with p]anmngj execution and rcwcwm‘g g of actwltit:q/proccsscs
to achicve the stated Ob]‘uCUVbS by cor “nating the resources.

- The ﬁknowlcdge of management concepts, theories and principles, including the basic
_ skills are ncegssary to manage any and cvery organisation including the library| Diffcrent




organisational settings need different approaches and hence, the features and functions of
organisations are also important. ' ‘ '

1.3 DEFINITIONS -

There are several definitions to the werm “Managenient”. Different authors. iried their
best to define the term. Let us examine the definitions of most promincnt Management Scientists.

i}  Harold Koontz

Harold Koontz defined ‘“Managémcnt as the art of g'erting things done through others
and with people in formally organized groups”. o

- Geiting things done means achieving the objectives or goals successfully. Further,
“employees as a mere means to accomplish certain ends. It i¢ also an art of creating an.
environment in which people can perform as individuals and coopcrate towards the attainment

of group goals.. T : ‘

ii) - James Stoner

According to James Stoncr “management 1s-the process of planning, organising, leading
and controlling cfforts of organisational members and using all other organisational resources
‘to achievc the stated organisational goals”

This definition includes three ,compdncnts, viz, (}) process, (2) resources and (3)
objectives. It is doing things systematically by utilizing resources to achieve the stated
objectives. It includes a coordination of all the threc components.” o

Tn this context, process mcans systematic way of doing things. The functions can be.
* studied n brief. '

Planning includes both short range and long range plans. Thi‘s'functibn mainly involves
in thinkirig of the goals and actions in advance based on some plan and logic. To plan there is.
a need for knowledge, skills and experience in the concerned field. Of course planning includes.

forecasting, There is mterrelationship between the goals and actions that contribute in achieving
the goals. : '

Organising 18 mainly coordinating the resonrces mcluding human and material resources.

The integration and coordination of the work will result in effective managcmé_nt. To do all
this, there is 2 need for sound organisational structure. :

" Leading and directing basical ly invelves stimulating and motivating the personncl.
“The managers direct or influence the subordinates in order to-perform their tasks.

- Controlling supports in putting the ]jlanS in.right direction, wherein it assumes performing,
towards the goals. - ' ' '




All these processes involve the use of all the resources {o cnable the orgamisation to
achicve the objectives. ' ' '

iii)  Sherlekar -

Sherlekar defined management as a distinet process of allocating inputs in an
organisation(human and economic resources) by typical management functions (planning/ -
organising/ dirccting/ ‘controlling) for the purposc of achieving the objectives, viz., output of
goods and services desired by its customers, ' a

This definition identifics three components, namely. . resources (inputs), goods and -
services {output) and management functions. The mputs/resources have to be used to get the
desired output with the help of managerial functions. The desired output, in other [words, is
achieving the objectives. Management functions play an important role in 'comc;rting or
processing the available inputs into desired output. ' o

'_‘m V) Ha:_nry Fayol

Henry Fayol who was considered to be the Father of Management School, has defined
as follows . To manage 1s to forecast, to plan, to organize, to command, to coordinate, and to
control”. - ' T :

-

This definition elaborates the components of management, namely, planning, organising,
commanding, etc. : : R S

v} .. Peter Drucker
S - Peter Drucker defined Mmanagement. as a multipurpose organisation. that. m nages a
business, manages manager and manages worker and work, The management has to| balance
-and harmonise three major functions of the business, : '

© vi). Kcontz and O'Dennel

- Koontz and O'Donne! have defined managemcent as the creation and maintenance of
nternal environment in an enterprise where individuals, working together in grows. can
perform efficiently and cifectively towards attaimment of goals. = . . - ' c

1.4 MANAGEMENT -ITS NATURE AND CHARACTERISTICS

The study of management has become more than the means: or methods to accomplish
the given tasks. In the following sections we will discuss about thé nature and characteristics
of management, ' ' : :

141 _ Natur;g.

_ The concept of management has broadened in scdpe with the introductjdil f new
perspectives by different fields of study. An efficient team of managers can lead a business or




an organization towards growth and prds'puritv Efﬁcimt management is equally important
for the growth of organisations in particular, which ultimatcly helps in growth and devclopmcnt
- of national cconomy and development of the country.

The management is the dlrectmg and centrollmg ageuc\ which rcqulrcs collectlvc.'
“efforts to realise desnred go‘tls/objectlves

The term Management is frequently used 1o denote a group of managerial personnel
who perform the functions like planning, organizing, staffing, directing and’ controlling for
the accomplishment of certain goals. People join their hands to attain the goals. If no people,
there is no organisation and no success. Left themselves in organisation, it results in chaos. _
Therfore, it can be constructed that the management is a group activity and the success depends
upon the team spirit and coordination, understaning and cooperation among the group members.
It motivates the people to use all the resources economically and optimally to achieve the
~ objectives. It supports integration of efforts and provides new ideas and vision to the group.
It brings thc human and material Tesources together and provides a direction to the efforts of
the group in achlcvmg the goals

Managcmcnt is both an art and science as it ivolves kno“ledgc skills, techniques and. -
prmmples it i1s considered as science as it has developed certain principles, generalizations
based on facts and data. Further, reasoning is used to interpret the data. having more or less
- universal application. It possesses all the characteristics of a recognized profession.

* An’organised and systematic body of knowledge

* Need for having knowledge and skill through‘.establilshed institutions
* Need of honesty and integrity in practice of the art and science of management
* Growing emphasis on the ethical conduct of management. personnel.

1.4.2  Characteristics of Management
The important characferiStics of managém'ent are:

It is dynamic

It is an integrative process

It is a multi-disciplinary effort

It has a universal application _

It 1s essentially activity-bascd, not a person-based or group-based:
It makes things happen '

It is multivariable, multimotivated, mululevcl and multldlmenmonal
It is purpose oriented : '
It 15 an outstanding mecans for exerting real 1mpact on human life.
Tt requires technical skills, interpersonal skills -
(human rclations skill), and conceptual skills

* It is aided by the computer - ,

* It is-adoptive to changing conditions -

* Its policies are pl’ob'LlelSth

® X K X K X X X ¥ %




1.5 FUNCTIONS AND LEVELS OF MANAGEMENT

The functions of management are discussed by different scholars by studying different
organizations. from different angles. ‘ ‘

Luther Gullick gave a classification of seven functions to management and he coined
the word “POSDCORRB” 1o describe the functions of management. '

- Planning

- Organising

Directing. o

- Staffing. T o . _
Co - Coordinating ' '

ngo o

=
1

- Reporting
B - Budgeting -

These management functions have been grouped by differcit managemcnt sclentists in
“diffent ways. : '

The- modern management experts have added a few more functions of n}anagcmcn_t: '
~ such as goal setting, image building and formulation of environment. L

However, it can be found that the terms may vary, but the activitiss/_ﬁmctiqns.are_ part of
_etther one or the other group. . . . . _

1.5.1 'Managérial_ Functions

The maniagerial functions are necessarily used in managing activities / programmes and

" operation, Every student of management is supposed to know in detail all these managcrial

functions. The functions are claborated in the context of librartes in different charters of this
management courss, However, some of the, general functions are described here riefly.

i)  Planning S -

Planning is an indispensable function of management. it follows the dicJ‘um “think
before you act™. Planning foresees the future and focuses attention on choosing & course of
- action to meet unforeseen and forescen events or problems. The basic philosophy of planning -
is that onc reaches where one wants to, if one knows in advance the path he should tread on. k

is a mental process requiring the use of intellectual facultics, foresight and sound judgment.
‘This planning is the systematic thinking about the ways and means for the accomplishment of
pre-determined objectives. ' - :

The process pf planning includes

¥

Determination of goals and objectives (both short term and long termy
* Forecasting ~ S




a

*  Drawing up pohcies and programs o
x identify alteriiative courses of action and their evaluation
¥ Prepare actions, schedules and procedures based on plan

o '-Budgctitjg :

. Advance planning provides direction to managers ‘and contributes .in.reaching-thc
~ objectives. Proper planning is essential for all types of organizations to ensure utilization of
humar and non-human resources to achieve the desired targets. ' '

iy  Organizing

Organising is the process of arranging and allocating work, authority and resources
among organisational members to enable them to. achieve the organisational goals.. The
managers must match an organisation's structure te its goals and resources... Hence the
‘organisational structure-refers to the way in which organisation’s activities are divided, organised
_ and coordinated. An organisatignal chart can beé prepared for easy understanding of the structure.
The organizational chart is a diagram of an organisation's structure showing the functions,
departments or positions of the _O_rganisatidn and how they arc related, ' e

i) Staffing
Staffing as manageriai function primarily nvolves selection, placement, appraisal of

personnel - and manpower dovelopment efforts undertaken by an organization. Staffing is
important and crucial for the success and existence of any system. Logically staffing 15 more

" complex than m usual practice. Availabilty of suitable persons contribute and support in

achievement of organisational goals.

The responsibility for efficient planning and cxecuiion of staffing function rests ipon-
overy manager at all lovels. The staffing function wvolves manning the organization at various
Jevels through proper and effective sciection, fraining, appraisal, and d'r.:\feiopment of personnel
‘to fill the roles designed into the structure. Every manager is continuously engaged in perform-
" ing the staffing function: It is a pervasive function of management like other functions of
" ‘management.” As-a part of this function, there is a-need to have manpower planning, prepare
- job deseription and evaluation, and stafl development. R -

iv).;' - Leading .

Leading involves motivation and directing of employees perform their tasks. The leader

influences on the behaviour and attitude of the cmployees as well-as helps and guides his. -

cmployecs.  Leading also involves working with peopic, and creating proper atmosphiere..

With the leadership qualities, the manager becomces a model and a good friend. However, 1t is

essential to remember. that effective communication is cssential for suceessful {cading.

v} Controlling . | o

stated objectives of the o_r.ganisatiml,‘E\fé:ry managet observes, supervises the actions and
~ activities of the staff members. The managermust beé sute that thesc actions are moving towards
the stated goals by putting thesc actions on 'chosén track. Controlling;of the organisational
mombers” actions is one of the important fanction of the management, as it helps to achieve

7

Tt - nanager must be able to coatrol the actions of the staff towards the achievement of E



the gdals. This function involves three elémem’:s: {a) Eétablishﬂlg-’th_e standards of pcrformmlc_e__
(b} Mcasuring current performance, and {c) Comparing the performance 1o the| established
standards. : ' ' . ‘ ' a

152 Levels of Management
: ~ In an organizafion management levels exist because there is a limit to the number of
~persons a manager can supervise effectively.  The levels refers to a line of demarcation
between various managcrial positions in the orgammzation. Levels of management are increased
80 as to achieve effective supervision. [t nmay complicate the communication problem and
make coordiniation and congroj difficult so it is desirabie 1o restrict the number of levels of
‘managemerit. In détennin_ing the levels -the prime consideratioi should be given 1o the. span
of control and not vice—versa_. : ' ' S

Generally, there are three levels of management in most of thc.bljgmli.‘aat_ion_s', namely,
top management, middle Mmanagement and lower level or first line managemient.

. The managerial functions are pci’foml_ed by all managers regardlcss_of' their position in
‘the managerial hierarchy of the organization. - ' :

i) Top Management

Top management is composed of small group of nrianagers and they are resp nsible for
overall management of an organisation. It is the ultimate authority and it cstablishes goals and -
policies for the enterprise. It devotes more on planning and coordinating functions. Thig level |
managers need é_onceptual skills to oversee the organisational programmes and make them
successful, Top management appraves the decisions of the mddic level management, issues
orders and instructions and lay down gunide lines. In a library ‘system, library committee is
considered as top management. The library committee provides gnidance and prepares the
policy for the library, =~ = ' . L : -

i) © Middle Level 'Mﬁnagement

" Middle level management consists of heads of functional departments. They are
responsible 1o the top management for functioning of their departments. The_v. denote. more
than the organization and motivation fumctions of management. The senior or upper middle
level managers include heads of production, finance, marketing in business organizations and

Junior level managers include branch managers. heads of Various sections come under fower

middle level managers. The heads of various sections in a library, namely, acquisition,
. circulation, _feferencé, etc hold the middle level position and are designated ag deputy librarians -
“and assistant librarians. They. form the middle level management inour libraries. This level

managers need more human skills.in addition to technical and conceptua) skills.

i) - Lower chel Management

Lower Ievel managers are aleo called Supervisory Managers or First Line Managers

-~ because they are directly concemed with the control of the performance of the ¢ icrative

employees. This level includes supervisors, foreman. accounts officers. sales office . etc,

The library assistants in. our libraries generally hold the control of the professionals andi semj- -

professional employees to perform their uties such as binding, charging/disch; 1ging,
photocopying, etc dutics. ' ' o s b
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The manager has to play three different roles:  a) Interpersonal role, b} Informational
role, and ¢y Decisional role. In the first one he plays the tole of leader and liaison officer.
between the management and the employees. The manager also momtors the information and -
disseminates 1i. The manager acts as an information chanoel between tht: fop managcm@nt
and the cruployees.

There are a 11un1er of decisions to be madc, and with respect to resource allomtlon
negotiation, disturbance contr ol, etc.. The managers play multiple roles..

What Managers do ?

There arc swcral responsibilities assigned to cvery manager. They have to play dlffercnt
roles and pcrform seweral activitics. Some of the actwmes performed by them are

a)  Managers work with the people (i.e. cmployees) and make '111 the possible
contribution m achicving the objectives

b) - Managers get the authority to complcte the assigned rusponsﬂ)lhty and are also
accountable :

c)  They act as mediators and make difficult decisions

'd)  They build good relationship with the people, and

e)  They examine the problems and goals, and fix the tasks for every day/weck

f) They think analytically, analyse the problems and tackle them with feasible
solutions.

Lookmg into all the above pomts we can estimate and understand the importance
of a manager.

1.6 APPLICATION OF MANAGEMENT CONCEPTS TO

LIBRARIES AND INFORMATION CENTRES

Managing a library or an Information Centre requires the same basic skitls of management
required for managing any othcr type of organization. People with sound knowledge of

- management concepts, thearies, and principles can manage almostany organization regardless

of its setting. In addition to basic management skills, formal training will be an added advantage. -

. The training provides ncw ideas and exposure to séveral concepts. The skills are important
“inputs to successfully manage the LICs. '

"

Eibraries and Information Centres have a contbination of features and functions tiat
makes them unlike any other organization. One of the features of a library that distinguishcs
it from many other organizations is that it is a non-profit organization (NPO). The basic

implications of this are

* The financial resources used to op(,ratc NPOs gencrally come from an "mnua,l allocafion
den\»cd from outside the organization. -

* Most NPOS are considered to be public rather thar: private.

The political conditions influcnce organisations, which mainly depend upon the graats

from. government. To manage LICs in critical situation, the nced is for prefcssionally competent



manager, who can apply the management techniges to achieve the stated goals. As stated
carlier, like any organisation, library will be successtul if the management skills ar used in day
to day management of the LICs. - : : '

- Need for Application of Modern M'aniagerial Concepts: .
ed in all types

the society to
ind-processing

The general management principles which have been traditionally follow
of organizations are seen ih practice n library management. But the changc in
- which the libraries are serving, the knowledge explosion information handling

techniques, technological revolution, retrieval systems, the consideration 6f h
in librarics, corporate and -participative management approaches: and system
management have 1o be given a great emphasis i the modern day management
and information centres to cope up with the cver changing and demanding ri

lean elements
s approach to
nf the hbrarics
eds of society . -

and chentele.

The concept of free services in libraries 13 a far cry and the managers have to promote
" the marketing of their resources and services with- market analysis and market research
techniques. ' - ' S -

Fund raising and self sustainiability for libraries to exist in future socicties should become
an indispensable phenomenon. ' ‘

- The staffing and zfpbraisal programs; continumg cducation and training programs have
to be a part of annual management prograras of hbraries. - v

Development of intcrpersonal rclations of employers-by applying 1-nodcm-moti,ifational
principles is the need of the hour. -

Despite a great deal of discussion over the past few years about scveral types of
~ management very fow libraries have tried some of those approaches but with limited success:.

Etzioni and others who have studied professionalism stressed that a fyll professional
must te allowed autonomy of action based on 2 responsible conscience in order to perform
offective professional work. Like many: organizations today, libraries face a problem of staft
confidence and trust. Staff views management decisions with suspicign and ﬂ;nagers on.the
other hand, frequently feel that therc is little or no ‘staff loyalty to the institution. -

itional problem .
at is needed or
iques s highly
tructure, Two
tfeedback.

Lack of {or poor) communication is the miost frequently identified organiz
in librarics even though communication is present - both written and oral, wh
- wanted is not there. - So development of commuuication channels, and techn
essential for library inanagement rolating to- wark- relationships, authority.
-elements have to. be stressed in effective communication on the job time an

Managers in all organizations are paid for the quality of decisions they make, which are
crucial for overall functioning of the system. - In fact the quality of decisions ritade, determine
to.a large extent, the effcctiveness of a manager. Decision making is core of managerial
activitics. Real lifc problems are g complicated in nature. In an empirical situation, therc
is a large number of mherent facts and every potential course of action triggers off a chain
reaction. : ' o -
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The modern methods like model building and quantitative techniques like operation
research, statistical methods and programing techniques to solve the complexity of empirical
probiems should be given welghtage. ' : ' ' T

Opcrations Research {OR) techniques provide a seientific method for cxecutive
departments for a quantitative basis for decisions regarding the operations under their controt.

Notwork analysis is another solution for sequencing of the problems. The two techniques
are, ' : o

* Programme Evaluation and Review Technique (PERT) and
% Critical Path Method (CPM).

.. They can be used as good contro! techniques which helps in monetary progress and in
reducing time lag for completion of the projects in tume.

1.7 LET US SUM UP

In this unit we have studied about the pature and purpose of managernent. Now let us
recapitulate some of the important points. B '
* Management is the primary force or the brain of an organisation, through which the: '
available resources arc exploited te fhe optimum use.

Management is both an art as well as a geience. The manager utilises his personal skills
- and knowledge for probiem solving and decision-making . As there is also a systematic
body of knowledge composed of principles. laws, Tules, ete. formulated after followms
the rigorous procedure of testing and application, management 1s also considered as a
science. ' ' ' ! o
In mosi organisatiosns, therc are gencrally three levels of management: top, middle and
lower levels. ' ' ' ‘ '

Library is a not-for-profit (NFP) organisation. To provide cffective service, to achieve
degree of standardisation and to make best use of resources for proper use of modern
managemcit tochniques. ' :

% REFERENCES AND RECOMMENDED BOOKS

1} KOONTZ, Harroid and O’Donncll. Essentials of Management. 4th ed. New York:
MeGraw-Hill, 1986, _ L

EVANS, E. G. Management Technigues for Librarics. 20d ed. New York: Acadermc
Press, 1983, ' ' '

.3} . SINGH, B.P. and Chabra T.N. Essentials of Managemeni. Tth meh. Ai}ia‘fna’:ﬁad: Hitab
kMahal, 1985, . : C



4) SRINIVASAN. R. and Chunawala S.A. Managemem Principles and Prag nce. 2nd ed.
Bombay: Himalaya Pubhshmg House, 1983.

5)  HORSEMAN:R.C. and CarrollA B. Readings in Orgamzauomr! Behaviort Dimensions
' : ojf%anagemem Actions. Boston: Allyn & Bacon Inc, 1979.

1.9 MODEL EXAMINATION QUESTIONS

L ESSAY QUESTIONS
1)  Define ‘Management’, Explain its scope and pLII]:JOSS.
_Zj ~ Distinguish be;‘tween opérativc and manageria}_ﬁmcti.ons_._ ‘
3) - Nafhe t‘lle‘l‘t].}ree 'Ievels of management and bricﬂy. describe each le\ el.

'4)  Why libraries and information centrec; nu.,d thc app llcatlon of modern managgrial
conccpts 7. o

Il SHORT NOTES
) ‘POSDCORB

b)  Important characteristics of management
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UNIT-2 : SCHOOLS OF MANAGEMENT
- THOUGHT -

Structure

2.0 Aims and Objectives
2.1 Introduction - :
2.2 Classification of Management Thought

221 Various Schools of Management Thought
2.22 - Historical Periods of Management

223 - Classical, Neo-Classical and Modern Theories

2.3 Theories of Scientific Management

234 Taylor: Principies of Scientific Managemem
232 Fayol: Functional Managemeni '
233 - Mayo : Sociological Perspective

234 Maslow: Hierarchy of Needs Theory
235 McGregor: Theory X and Theory ¥
23.6 Herzberg: Motivation-Hygiene Approach

2.4. Application of mahagement theories for LICs
2.5 Let Us Sum Up A |

2.6 Assignment .

9.7 "References and Recommended Books

2.8 Model Examination Questions

2.0 ATMS AND OBJECTIVES

The unit aims to introduce to you various schools of management thought and their

application to the field of library and information science.

Aftei‘ studying the unit you shouid be able w0

. explain the different schools of managém_enf thought
. elucidate the principles of scientific management
e - explain the concepts in the theories of Max Weber, Taylor, Henry Fayol, Mayo,

Masl_ow, Douglas, McGregor, Fredric Herz_berg,

e - apply some of the principles of scientific management in organizing and managing

a modern library.
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~ 2.1 INTRODUCTION

Thé coordination of human and material resources has been a common concern ever
since human beirigs started living in groups. Management took the form of the feadership
which was essential to coordinate the cfforts of group members in order. to arrange the
necessaries of life. Mgnagemeni as a systematic field of study is a nroduct of carly 20th
century. However this doés not mean that the perlod befme tim was vmd of managerla]/

adml fi Stl'ﬁ'[l‘v’(.‘ corcern.

'M'an.agcmcm has been of concern fo organised society throughout the civilised history.
The.systematic study of this thought is mainly developed during this century. The management
is applicd to get the desired results. The study of management theories developed during the
century will help in guiding the management’ decisios, act as a sources of new ideas and
innovations, and to create awareness of the business environment. :

2.3 CLASSIFICATION OF MANAGEMENT THEORIES

A systcmatic study- of management thoutht as a distinct branch of knowledge has
begun in the 20th century. The management scientists have identified scveral schools of
managément thought and classified them in their OWN ways. Let us see some of these
Cateuorlscitlom of mdndy.muﬂ thoutit.

Approach to management is based on the existing ideas.. The word 'approach' is used
as a'generic lable' for ideas, concepts, philosophies. schools and styles. The authors or writers
have used the terms such as school, style and philosophy in various ways. While discussing
the-same concept-or approach the authors must have used different terms such as school or

" philosophy. Theretore, the students should not get conlused wzth the words used at dlh‘elent

places. ‘

221 _-Various Schools of Mzmagement Thought

“We may categorise the schoo]s of management thought 1nto three br oad categories: 1) '
%ienuﬁc schools. i) Human'relations school and i) Decision theopy: schﬁtu]% Some amho:
have also 1demlf'ed some sub—cateﬁon 1es in each school.

iy - Scientific Management Schools: Scientific management school seeks to
determine scientifically the best method for performing any task and for selecting, training
and motivating the workers. This approach was devised by Taylor, Gantt and Gilberths 1o
increase preductivity, which is possible by raising the efficiency of workers. The basic objective
of scientific management'is to carry our more work in an efficient mannet. F.W, Taylor {U5)
has made ouistanding contribution in this area and be is reversd as the Father of Sciemtific
Management School, ' - o '

o

ay  Classical School s also walled 25 Traditional or  Universalist 3chool of
Managoment. This school originated in Frence and Henrs Fayol is regardec as
the Father of Classica! Schaol'. The schonl considers m 'maﬂttmt:m 28 s universal

Uprocess. The schoot grew out of thi need fof {inding the gui deimf*s formanaging ~

Tiewy

ar: DTy




b) Sysrcgm School is based on the works of Max Weber and Luther Guliick. Weber
researched on the structure of authority and hierarchy in decision-making in orga'ﬁ
(sations. Gullick identified managerial functions and coined the acronym

. POSDCORB. o " |

¢y  Human j?ehaviour School views the workers as human beings and lays emphasis
on interpersonal relations. The underlying philosophy behind this school is that
if manageroent takescare of happiness of employees, then it would be possible to
achieve increascd produi;tio’ti ' o :

d)y  Secial System School encourages employees 10. build. up social groups in the
‘work place and their pai‘ticipatibn in the management process. This encourages
'demo‘crélic style of functioning i Orga.niszitions. Peter Drucker {of MBO) and
Douglas McGregor (Theory X and Theory Y ) and. Abraham Maslow ( Need . .

“Theory ) are the proponents of this school. ' ' '

e) Decision Theory Schools stu-'cly-'t"hé'pri:s.cedures of decision making in organisaiions -
and advocates for ihe use of;av'ailab.le mathermatical models and quantitative
techniques. ' ' ' :

2.2.2 Historical Periods of Man‘agemeht Thought

_ Fdward Evans divided the development of management theory into four broad periods.
They are (i) Pre-scientific Period (i.e., Pre-1880), (i) Scientific Management Period (1 880-
1927). {iii) Human Relations Period (1927-1950) and (iv) Synthesis Period (1950-Present). .

i) .Pre-Scientific Period (Pre-1850)

The prescientific period could be depicted by long line of sweating slaves painfully -
‘dragging a lime stone block towards a pyramid and along with the slaves are “mmanagers”
Cracking their whips. The word often coined for this period 1s “autocratic”. '

_ During this period, many remarkable facts of organization and joint human efforts to
- modify tiie environment were performed. - Works such as Middle Eastern Ziggtlréts, Egyptian
“and Middle American Pyramids, the (ireat Wall of China and Persian roads and buildings
attest this fact. : ' : : '

Three men born within a span ol twenly years responded to three distinct chalienges of
the time. . '

1 ROBERT OWEN (1771 - ._1858}: He became concerned.about the evils and the in-
humanity he saw in industriatization. He argued that by iniproving the conditions of emplcyees
lead to increased production and profits. R '

* e advocated devoting more attentioi Lo human being (whom he calledas “Vital
Machine’ ), whicih could be Amproved 1T kept “heat and clean ", treated with
“Kindness” and supptied with sufficientquantities of “necessities of life™.

ﬂ _ s
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‘He, he[:eved that manager's bu.t mvestment was on wor kerg. T helcfone the
}}iay arole ofie{ormer X

F]e reteains as a dominant figure in fighting for workers' rights.

He reduced the worklng? hours per day hom 14 hours to ]O = hours and re

;_.

'_ ‘hire clnldren unde: the : age IU

2) CHARLES BABBA GE (17‘)2 - 1871) Babbdge was a Cambr idge Profe

Mathemahcal Eenms

i

ssor and

* Charles Babbage tried to advance technology

* He was an early advocate of the division,of labour. He also believed that| éach
operation'shoutd be analysed to enable to lSOldtC the skills involved in each operation.
This enables to ,JiOWdL training in the clI‘E:dS required. which’ hclps to reduge the
traming u)st and improve the produchwl}

* He advocated that accurate: data obtainéd from uyd mvcstl gation should be utilized
in managing an enterprise o

* Heemphasised on work measurcment, cost determin_ation. a.nd wage inceiltives

%

runner of moderi CO]ﬂDlitel‘b

3) CIIARLEQ DUPIN (I 784 < 1873): Dupm was a Flemh Enyneel

* He was mlcnesled in managemem LducauQn lather than human beings or technology.

ii). .Scientiﬁc Management Perio(_l (ISSQ ~l927)

- bnltke bure'tucrdcy wcnentiﬁc manaﬂemenb wils champtoned by practical m
essemml character of scientific management, often called task management,
representation of second period of devclopment in managemmt thought. The industri
lutién, would be a montage of machines, assembly-line opcrators, gears turning, stear
and huge piles of goods. The keyword here is mechanistic. Most managerial concepts
ttme emphasmed orUamzatlon aspects of work.

The. wmkofF W. Taylor, Frank and Lilian Gilbert, Henry Cmdtt are undoubted
to the developmcnt of smen‘uf’c management them} and practice. T avim I$ thoughtt
-~ person who fDunded the scientific approach Lo m’mdgcment

He was beqr lememlx.red as inventor of analyﬂcal engmt, 8 v.hluh was the fore-

en. The
was a-
al revo-

[y basic
n be the

» shou’lci'

ﬂlsed to. '

N rising,
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MAJOR CONTRIBUTIONS TO SCIENTIFIC MANAGEMENT THOUGHT .

SNo.  SCHOOLOF THOUGHT- - PERSON CONTRIBUTIONS
1. - Scientilic Management - -F.W.Taylor Shop Mahag_émem

~{1903)
Principles of
Scientific

Management (1911)

' Diffcrential piece of

work_ Time and motion -

studies

‘Henry Gantt  Task and bonus plan
~ charting techniques

- 2. TFunetional/Operational ) lenry l'ayol ~ Administration
Management Theory E , : - Industrielle et
- ' S Generale (1916)

i)  Buman Relations Period (1927 - 1950)

The year 1920 is regarded as turning decade from the point of emergence of modern

- management thought as it réported change with regards to social atlitudes: social alterations
-~ intermationally, inter national human rights. replacement of polmcal institutions. The sociologists -
" and psychologists contributed to the dev elopment of management thou”ht This period laid

~heavy emphasis on mtcrpersondl relations.

- This period was against overemphasis o'n productivity as made during the scientific
" management period. Humanism was emphasized. Elion Mayo made a study oil worker's
fatigue and her contribution to manageément was socialogical perspective of the work situation.
" Her study at Western Felectric. Haw thorne, Hlinois, is a milestone in to management studics.

Mayo was crediled as Founder of 'Industrial' Sociology Psyuhologjx and the haman relations,
the ories of management.. During this period the psychoio ry and the human relations tho-
aries cf lllqlnagcmt,nt " During this petiod the importance of group was recagnised and these
groups became the centre of workers social life. Further, brief rest ncnods or light lunch i the

. morning and afternoon have contributed n mcreabed production.




" iv} Synthesis Period (1950 - Present)

The complexity of organizations in the later half of the present century tended lead to
~ think for more intricate strategies to deal with people and organisations. It becamie clear that
no single organisational strategy will work for all times and for all people. Different strategies
are needed to tackle different sitiations and different people. Management scientists with the
help of hehavioural scientists extended research beyond human relations field using
mathematical models, statistics anid computers: The research has also gained the support of
“specialists from the systems theory, operations research, and statistics. As the period is
charactérisedewith the efforts of interdisciplinary fields it is knowin as“Synthesis Period’.

2.2.3 Classical, Neo-Classical and Modern Management Theories vl

The management theories are classified into three broad categories. They are classical,
neo-classical and modern management theories. (Hitts er ¢l.) '

© The Classical Management Theory is based on the ideas on inanagem?ent offorganisation
~during the 1880s and [920s. This school is often referred to as the .7raditional School of
Management as it evolved as a result of industrial revolution. It consists of thrgc branches:
‘scientific management; administration managemeént and bureaucratic organisation: As you
have alréady studied in Section 2.2.1 scientific management is concerned with application of
prisciples and practices. F.W. Taylor is the architeet of administrative nmnagemém theory
and presented his 14 principles of functional managemcﬁt'. With the complexity and.
specialisation, organisations became burcaucratic .organisations. Max Weber became a
propounder. with his principles of organising group effosts and procedures.

 Neo-Classical Ma;r-:ragemem Theory(1920s - 1950s} is based on the two important schools
of management, namety. hiuman relations school and behavioural sehools. Elton Mayo has
been considerced as the ‘Father of Human Relations Movement’ - Mayo emphasised on the
imterpersonal relationships among the employces. The behavioural school s an fextension of
human relations school and it considers organisationat humanism for managerial effectiveness.

. As organisafions became more complex. the need for modern managemient theories
became essential. The Jater half of the 20th century has witnessed the d.eyc!ppﬂent of many
theories of management by management scientists, behavioural scientists and many with the
interdisciplinary apphach nvelving mathematical and statistical tools. -

Theories of Manageinent

o | |

Classical theory '

Weo classical theary Modem M:nmgcincnt o
_ . . Techteal and ) ‘ 1 , Contingency
Bureaueracy - Scientific Process Management ooguantitative Systems Approach
Management - (Fayol) . _ Decision making Approach . '
(Taylor) - ) with the help ol OR

: Human relations . Behavioral seience
(Mavo) -~ apprewch (Maslow ..
B MeGrezor)




23 THEORIES.OF SCIENTIFIC MANAGEMENT

So far you have studied the various schools of management and their classification.
_ Behind these theories there exist “work, experience and research of several practioners and
academicians of management. Let us now study the various theories of scientitic management -
propounded by various management scientists. '

2.3.1 TAYLOR : Scientific Management

Scientific management is an approach formulated by:F.W. Taylor {1856-1915} and
others between 1890 and 1930, that sought to determine scientifically the best methods for
performing any task and for selecting, training and motivating workers (Stoner and Freeman).

Taylor emphasised on the production and was able to clearly come out with solutions
for incrcased production. His main contributions are ' ' '

a)  the concept of fair day work and

by  differential rate :syst'em.

Taylor observed the work area and analysed work meéthods, time involved in movements
for the jobs. Each job was broken into components and identified the best method of doing
each component. On the basis of time-and-motion studies, he difined a'fair day's' work for a
given task. 'Fair day’ work may-be used as t standardise the work output and production
figures. ’

Differential rate system is a new svstem of payment, which was using incentive pay.
The differential rate system is payment at onc rate when they met the established standard but
a higher rate when they surpass their normal/standard work. The standard work should be
reasonable and acceptable 1o both manager and worker. He also introduced rest periods.

' . o Lo
reduced working hours from 10 to 8= hours.

In a library examples for time and motion studies are- pasting the lables, packets;
photocopying: alphabetisation, filing etc. This is based on motion of hands, eyes and feetof .
an individuat who is working on a particular activity at a location.

1) FRANK GILBRETH (1868 - 1924) and LILLIAN GILBRE'LTH (1878 - 1572)

Gilbreth couple's contribution to scientific management is also phenomenal.
Their main contributions are : '

a) .jari;_nre and motion studies: The most economical motions for each table were
identified by using motion picture studies. With the hefp of such motions, fatigue
was reduced (with the concept - every mition eliminated reduced fatigue) and
performance was improved.

by  Three position plan : According to this plan a worker would do his/her

work; prepares for next highest joh and to win the successor. All these atthe
same time: which enables the worker ta develop.
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| 2'.?;;2'-'HENRIIFAYO'L '(18}41 - 1'925)'5 Functional 'Mafnageme'nt or Process.

“prirciples and skills that underlie eff

-ability to bac

- i) HENRY GANTT (1861 - 1919)
Gantt's 5:015‘rribu'ti0n__t0 the c(\l)nc,fej_Jl of Sv_:-:;;entiﬂc 1h.aﬂag'qmen't h'y'iﬂ_.tr(.nd_UCing_..

-a) - Task and bouns plan; and
b) -Ganttchafts_ o

.- - Gantt intreduced bonus, ifthe standard of assigned worktoad is finished. The supervisor
will get bonus for cach worker who completed their work and extra bonus if all the workers
reach the standard. o ‘ ' ' S

Gantt introduced ¢harts 16 record the workers' progress on individual bar charts. The

‘Garitt charts are still in very. much use: The most important coneept is-to rating the worker's _
- work publicly. S _ o o T : -

The seicntific management theories gave a good support for increased productivity.

- Managenient
Other cream of thought considered management from process or functional approach. -
This thought argues that all administrations perform certain types of functions like planning,
organizing, controlling and so on. ‘Management is seen as process of performing these functions.

~ Thetheory holds that college presidents, chief cxecutives of business firms, hospital adm|nistra- |
tions, administrators of religious organizations essentially do the same thing, ~

Henri Fayo! is the first management scientist, who made an attempt to 1dentify the:

cctive management.. He believed that with proper methods
of management based on forcasting it is'easy to have effective tesults. Fayol felt that to learn

- management sKills, it is possible with tlie comination of education and .expericnce. "Such

combination gives sofid background.. It had heen reasoned hat every worker needs technical
<ground. Tt had been rcasoned that cvery worker needs technical abilily to carry -
out the funetion. Fayol's contribution to the management of complex organisations with the

help of his guidelines is a milestone in managemeént. -

-

- Fayol's six fundamental? interrelated activities of organizations are : -
* -1} Technical or production aspects. eg: cataloguing of b()d]§s"

- 2) Commercial aspects (buying & selling, exchange of goods). eg: buying library
- material: selling information products/services =~~~

3) Finangial (search for serving & efficient use of money).eg:allocation of financial
TESOUrCEs, o e '

) Seeuity (protecting/safety of employers’ & property).eg: protection of library
- materials. o e B o -
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5) Accounting (statlstlcal record thmkmg) eg: Mamtammg 1"11anc1al accounts and
statistics.

6) Mandg:ementdl actw:tles (p]anmng:,, orgtnmng, and control). eg: essentla] to achieve
the objectives.

i) f-Fayoi*s General Principles of Managemcnt :

T'lyol stated the principles ofmanduement Thcse principles are flexible and hdve to be
applied at d:ﬂ erent and ChdﬂUlllU mrcumstames Thq are

1) Division of Work_ {or Spec_'iﬂii'zation): best to assign workers to the jobs fairly
limited in sCope S0 that l:i1ey_ca.n' perform thé work efficiently which leads to ligh pro_ductivity.

.- 2) Authority and Respousibility: Authority should be d(,lbgaled to complete 1lie stated -
" responsibility. These two should go together

3) Unity of Command: An employer should receive orders from only one supervisor.
Fayoi observed that conflicts may arise, if instructions are received from more Lhan one
supuwsor '

4} Unity of Direction: There shouid be only one plan sofite bbjectives and one person
to supervise (one unik, one plan}, Unity of command cannot exist without upjty of direction. It
“Is usefu! for designing and functioning of argamsation. structure, crealing départments.

'5) Subordination of Individual Yaterest t6 Gemeral Interest: Fayol believed that
individual should give priority to general interests over individual interests.

6) Remuneration : Must be fair and accurate which atfords maximum satisfaction for
both employee and employer.. '

7) Centralization: Favol thought centralization of authority is desirable for overall
control. Formulation of polifsy, general basic rules procedures ought to be central ised. Enough
authority should be given to subordmates to do their jobs and retain the final respomlhlllt\
with supervisor

- 8) Lines of Command : Any nraan:zatlon needs a l’ormallnd lnerarchy wlnch reflects
the flow of authority and responsibility. '

Scalar chain LS‘I:dbllSheS the channels ﬁ om top manager through which commumcatmn
will pass. To save time and avoid distortion of messages. ‘there would be short cxrcurtmg_ y chain

so as to allow quick communication and swift down.

- 9) Order: Relationship betwcen various units must be established ih a logical or rational
manner so that work harmony between units 1s created. : ;
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]0) Eq{mty Personnel should be treated equally and frlendly

[k 1) Stablllty of Tenure Employee should not be removed frequently Frequent eheltges :

(or rot_atlo_n) on dtfferenl _|obs will disturb the\ funet1ona_l aspeot of an or_gamzat_lon

12) Imtlatlve TInitiative should be encouraged at atl- Ievels Suljordmates should be '

: asked to eoncewe and carryout the1r plans

' '13) Esprit de Corps: (Uni’ty |s strength). S_;'dirlt of loyal_lyttnd de\ro_tlon which unites the

" members as-a group. As the principles are not immunable to change they are to be used :
: earefully and dtscretly As to quote Fayol, “It is a matter of making how to make use of them, -

itis a dtffeult art. reamlng mtelllgenee expertence CllVISlO]‘l and proportlon

“

2.3. 3 EL [‘ON MAYO: Socmz’ogtca! Perspecttves R

Mayo s contrlbutton to management theory was a soc:ologleal perspectwe of|the work

situation. The results of Hawthorne and other studies convmoed Mayo that the long held notion ..
of the “rabble hypothesis” has fo be rejected According to which the workers were'a’ dis- B
orgamsed group of individuals, each of whom acted only out of self interest. If managers '
accept this hypothesrs they seek to appeal to that self-interest to increase produetlor Mayo’s

'work demonstrated the 1mportanee of the group and proved the fallacy of the rabble hy po_thesis.

Work groups frequently"bectrme the céntre of a worker $ so'cial life especial]\ in urban
' soerety In libraries, both the clerical and professional staff find much of their socjal lifein .-

- ..some way: connected with individuals from or related to the1r work envrronment Thus when

changes are projected for the work situation, a strong, sense of threat e)usts not only i terms -

_ of _}ob seeurtty but also in terms of soctal seeunty

Elton Mayo was the most influential person 'He belonged to a researeh scheme of

Haward Graduate School of Busmess Administration who undértook a fong study of worker
' fattgue and productlwty at Western Electnc [—Iawthorne lndustrlal Plant These studtes are

: called Hawthorne Studles

_ Mayo 1ntroduced the coneept of somal man motlvated by de sife to form relationsh ip
with others - ; : Coe

v

the Fourider of Industrial Sociology-Psychology and Human theories of management.

'-Mayo.an'd his'A's*s'ociates have come’ to the fo_llowing c’ohclﬂsions i

)] _'Tlle amount of work to be done by a worker is. notdetermmed by phys1ca| eaﬁyacit}t but
- by soetal notims. ‘ : . '

2) - Non- ~economic rewards and sanettons play a srgmﬁeant role in mﬂuenemg the behawour
- of the workers. - SR




3) - Generally workers do not act as individuals but as members of groups.

4)  Informal leaders play an important role in setting and reinforcing group norms:

After these experiments it became widely accepted in management that the organisation

‘isa social system and the human factor is an important element. Thus the content of management
teaching and practice were completely changed. a

Less attention was paid 1o engineering application of fime and motion study; and more
emphasis on interpersonal relations, leadership skills and human motivation.

Rewards of non-economic incentives motivate the employees. It becomes evident that
hutnan relations thought was not the ultimate answer for problems of management and so the
search continued for an adequate theory and the critics of Hawthorne began to appear.

2.3.4 Maslow’s Hierarchy of Needs Theory | -

One of the most widely mentioned theories-of motivation is the hierarchies of needs

theory pu_t‘fonh by Abraham Masiow. Maslow saw human needs in the form of a hierarchy, .

ascending from the lowest to the'highest and he concluded that when one set of needs was
satisfied, these needs oeases to be a motivator.

figure- .
" 1) Physiological Needs: These are the basic needs for sustaining human life itself, such
as food, water, shelter, sleep and sex. Maslow emphasized that until these needs are satistied

to the degree necessary to maintain life other needs wiil not motivate people.

2) Security or Safety Needs: These are the needs to be free of physical danger and the
fear of loss of a job and property- ' - : :

_ 3) Social Needs: Since people are social beings, they need to belong and to be accepted
- by others. These needs include affection, tove, respect from the social group. '

Basic human needs placed by Maslow in an ascending order of importance are shown in

4) Esteem Needs: According to Maslow, once people beg.ih o satisf}'f their basic

needs they tend to want io be held in esteem both by themselves and by others. This kind of
" need produces such satisfactions as power, prestige, status, self respect, recognition and
appreciation. : = :

5) Need for SeH-actualization: Maslow- regards this as the highest in his hierarchies.
It is the desire to become what one is capable of becoming to maximize one’s potential and to
atcomplish something. Individual accepts 1o be increased responsibility and develop creative
talents. ' : Co '
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2.3.5 McGregor’s Theory ‘X" and Théory V'

Need s
tor self-

Cactualization

/

N

Esteein needs”’

Alliation or

aceeptance nectls

N

Securily or

safely needs

Physiological

needs

\ ﬁ

lig-i- MASLOW'S HIERARCHY OF NEEDS.

r

* Duglas Murray McGregor, in late the 19504, formulated the classic theory X dndiheow
Y. Thc‘:L theories are assumptions about humdn nature and motivation.

[‘hu)r\ X

v

]heow X. is a traditional view of motivation.
motwated by force, money or pmme as Thc Wt I< is distasteful. The asstmptions are as follgws:

b

T
o

Ll
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“This states th(l employees imust be

An.avcrage huﬁmn being dislikes work and will avoid, it possible,

Bf.causn, 01 this inherent dlslzl\c, ol wark,

pcop}e have to. be coerced or

motivated- with wages or show of wmpc.nsatlon for the achievement of

organizational goals;

An average human being prefers 1o be directed, little desire for responsibility,

less amb-i'tio_usq and wants security above all:

.

Motivation oci:urs oniy at physiological and .éecurily levels:

Most nmplc must be' dnsely controlled, 0[1(.11 LOL‘]CCd to achie\'c orrrammtmmL

objectives,
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236 ":Herzberg_: Mbtiﬁdtioﬁ-]{ygiene'Aﬁpwa'c_k.l _ ) '.

¥

Frederick Herzberg and his associates found out a two- factor theory of motivation.

This theory énunciates that job satisfaction and job dissitisfaction arise from twoseparate sets
‘of factors. ' ‘ o S o '

-In one group, things as company policy ! supervision, working ¢0’nditib.n_s, interpérsonal
relations, salary status, job security and personai life were found as motivators] -Absence of
~these factors produce dissatisfaction, S o ' o

" Inother wardsﬁth%jii'%XESt in the work environment in higher quality.and quantity they -
vield no dissétis_fa@ﬁoﬁ‘-. Their existence may not.motivate inthe sense of yia;ldin,g satisfaction.” .
‘However, their task of existence would result in dissatisfaction. These are constantly referred
" to as “Hygiene factors”: - T - L
.. In"the second group, Herzberg listed certain satisfiers and therefore cal led them as ‘
~motivators, which are all related to job content. These inclidé achievement, recognition, -
challenging work, advancement and growth in the job. Their existence will'yield feelings of

. satisfaction or no satisfaction ( and ﬁotdissatisfaétion). :
The first group of factors Herzberg called méi-ntenéncg or hygiene factors. Tlteir presence
- willnot motivate people in an arganization; yet they must.be present otherwise dissatisfaction
Wil arise. The second group has the potential of yielding a sense of satisfaction . =~ = -
Job attitude affects th'e'quntity of \?ork.- 'Wﬁe_n people feel good about theirjobé,’ the

- -performance with creativity is likely to be improved. If they do not feel good the performance o

is likely to get affected. .. |

24 APPLICATION OF MANAGEMENT THEORIES TO| LiCs

- Libraries have béen in existence from times immemorial, They have been changing fast
-to keep pace with developments in the society. A modern library is a complex organisation.
Scientific management of Tibraries and friformation centrés would bring efficiéncy. It is possible -
~ only throtgh the application of principles and scientific/systematic methods. We feed to study

management theories in the context of library operations. - - T

(D) _IClassiﬂcht'_ion-of.m:anagemq:nt t!;eories_.lfn rélﬁtibn‘tfp library-ﬂiapagém nt

Till recently there were no attempts made to examine the benefits of the application of
- management thought to thé libfary management. Edward Evans has made an attempt on the .
- classification of management theorigs in relation to library management. He ide tified threé
. basic periods,namely, nr 1937, scientific (1937-1955) and human relations (1§55 présent) -
- During the early:periods (i.c.. P 1937) libraries were run with the traditional approaches. - -
Li braries were characterised by relatively smali collections without any,applic;ation of scientific
methods. Most of the libraries wete blindly following either their own past practices or imitating
‘the '.o't_h.ei-. libraries. Scientific period started after the second 'w(_l)llrlgi’war and the period has -

R
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~ witnessed the growth of collections, staff and ﬁnancnai resources of the llbrarles Costsng '
techniques; use of mechanical equipment, studies on classification and cataloguing, techmques
etc helped to bring the library managenient on the lines of scientific management. The human
relations perigd has become a testimony for the application of democratic. prmmples
pqrtu:lpatwe management and nvolvement of emp]oycbs in decision- makmg process. Still
libraries neéd to. adopt the systems theory, quantitative techniques, efc on full scale in the-
_ managemenf ofllbrarles and information centres,

"(2) Library management and POSD_CORB

Luther Gullick has formulated seven functions. namely planning, oréanisihg, staffing,
directing coordination, reporting and budgeting).of an organjsation in an acronym -
-POSDCORB}. The pl'anninr'r is the first and essential step in the effective and successful
management of libraries. it provides not only a basic framework of objectives and strategies.
but also show systematic way to achieve the g goals. Organisation stresses the need for cooperatlve
activities of persons to achieve the objectives through a formal structure. Libraries have been
organised into different depamncnts sections. units, etc. to facilitate the effective use of hblary :
. materials and services. : _
Staﬁ'n0 Js concer ned with prowdm&, T whl type 0! pe: $Ons10 manage dtffclent sections/
_jobs. Staffing is crucial for successful management of any organisation mcludmg libraries.

The managerial functions such as- directing and coordinating are very important and human o

behaviour. The library managers should -possess ability and leadership qualities to motivate
and coordinate the staff to work wiliingly towards attainment of library’s objectives. Annual

. .
reports heip libraries to maintain good public relations with administration, users, public, etcc -

Basically libraries are spending o1gams’1ttons Buduetnw helps 'in baiancmg of esumdtcd
revenue and expenditure in order to achieve set goals.

(3)  Levels of management in.{ibraries

Libraries adopt different levels ofm'anﬁge'mejnt, ViZ., t\opq middle and operational levels
for using different management techniques. The 10p ievel is responsive for taking policy deci-
sions, poticy formulations, planning, control and-evaluations, The middle level takes up the
responsibility of execution of programmes, supervision, coordination, monitoring, etc. At the
operatlona] level daily/routine tasks are performed. Thus, an efficient managemem dcpends 2
on sharmg of responsibilities by all the three lcvcis '

(4) Libr ary’ as a system

“General Systems Theo:y (GST) (levelopud by Ludwm von Bertlanffy forms the widely
accepted theoretical base of modern management, GST attempts to integrate knowledge from
various sciences, namely, biological. physical and behavioural into a single system. As you
know. system is a group of elements which are interlinked. interrelated and interdependent
and together constitute a whole. The elements of the system are also linked to the outside -
environmeni. Considertng the library as a'system,'various elements or variables such as staff..
members, reading materials and finances make up the elements of the library system. Various -
sub-systems such as acquisition, cuculatlon processing, reference, etc are the interdependent
parts of a system '
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McGregor (Theorv X .md Themy )and Herzberg (Motlvatlon Hyglene approach)
teide

Appllcatlon of scientific management would brmg eﬁlclemy of services in the ltbrarles
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C 27 -ASSIGNMENT

1) Crltlcally examlne the var IOllS schools of management fn the context of libraty -
* - and information science. '

' 2) E,xp!am why we need schools of management thought in Lle '

’I ESSAYQUESTIONS S S o
N 1 ) Name the vanous schools of manaﬂement thought and brleﬂy descnbe each school .
~ of, management e : S :
. ":2) N Exp!am the various histor 1cal perlods of manaﬂement thought
-3} . -What is the basis for dmdlng the management theories by Hitts ei al:; ? )

. . 4) - Modern management theories are essentlal for the prcsent day orgamsa1 Io_n of -
- complex nature. Discuss. &

~ B 5) - Discuss the management theories of Tayor and Fayol

6) ";How do you appiy the theorles of sclentif' ic management i the managem ent .o_f j
= 'Lle S S '

II SHORT NOTES

a) Neooiass:cal school of management

b) Theory X and’ Theory Y- - e _
- ¢)Hierarchy of needs theory * - - . . o

d) Maturity and’ Immaturity. theory . o

“€) J..lbrarlan as manager




UNIT - 3 : GRGANIZATIONAL THEGRIES
S‘tﬁ'l.lc.tll]i‘e | | | |

3.0 Aimsand Objectives
3.1 Introduction
3.2 Organisation - Characteristics and Principles
-3.2.1 Characteristics '
3.2.2 Importance
3.2.3 Principles
3.2.4 - Urwick’s Principles
3.2.5 Organisation Theory

3.3 Organisational Structure -
33.1 Line-Type =
3.3.2 Line and Staff

3.33 Models

3.3.4 Functional System
3.3.5 Group Dynamics

3.3.6 Behavioral Approach -

3.4  Systems Approach LT _ . |
- 3.4, Systems Environment - - '
3.4.2 System Attributes
3.43 System Objectives
3.4.4 System Models

i

- 3.5 Organisational Charts
" 3.5.1 Definitions
3.52 Types

3.6 LetUs Sum Up

3.7 References and Recommended Books .
3.8  Assignment \

39 Model Examination Questions

3.0 AIMS AND OBJECTIVES

The unit aims to introduce you the various organisational theories.
After reading the unit you should be able to .

explain the principles of organizational theories
describe the various types of organizational structures
distinguish the line and staff system of an organization
describe the functional system of an organization
discuss group dynamics in an organisation

explain the meaning of behavioural approach

apply systems approach in organizing your library.

31i
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.rgamzatmn connotes” driferent meamngs to different people' For~ a psyehologist
organization means an attempt to explain; predict and influence behavior of individuals. in an
enterprise. Organization is also-used to mean a group of people, structure of relatign and a
function of mcmagement : e e et e oas

v

Accordmg to Henry Fayol "to orgamqus pmwde agg,gpterpr:-ge everything._g._ __§efu{;tg

i

: t&onshlp

.between factors of production.[t concerns iiself With the mtcmdl rel a3 f‘spons;- :

AR

'blhtles_ f personn Iarrangement growmg of machines and mateti

[number |
o 1 L P I S
of persons in commumcatlon and relanonshlp to each other and aré wdl g f'ed | towards

a common endcavor

3.2 ORGAN ISATI()N CHARACTERISTICS AND: PRI*N CIP_LES

) e
\.u— : «-)x\q Y

Though the term orgamsatlou is used ]oosely, itisan 1mpor‘tant’ﬁmet!tan‘ of managemént.'

It provides a structure, a framework on-which the managerient rests Hthis'ssttion we will
discuss the characterlstlcs steps involved, |mportance and p| mcnples of orgamsatlon

- .3.2.1 Characteristics of Orgamzat_lon T s
)] Communication.
i) Cooperative efforts

i)  Common objectives

v} Rul.es and regulations
I tOR T A
Orgamzmg isthe basnc function of managemeqt a?nd it Q{{ings tggetj;;:r Qggma,u{ and nans
human resources to form a manageable umt Orgamzatlbn heips n plann ing, ﬁnpg,}glﬁrectamm
and controllmg

1) : Fac:htatmg the achlevement of objectwes

13\\]'\ T {} Jn..

:2) Famlltatmg opllmum use of resources and techmques
‘ u‘ pUer L AR

\
2R $i 1N afii -‘uii?‘ S iy

T oes iqui sgth e

-
%
5)

;f,,w:‘ mr-i ;‘:5-1‘

6) Encourages cordial relations between mdhagement and ﬂ]f’ employees |
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' 322 Importance of organization

us.
1)
iy

iii)

vy

v)
vi)
" vil)

" Organisation is a basic managem'ent function and hence it has always been important to

It brings in organisation structure
1t facilitates management '
It facilitates coordination
It facilitates growth and diversification- S
It facilitates optimum use of technological innovations
» 1t ensures optimum use of buman resources -
1t provides training and development

3.2.3 Principles of Organisation

‘There are certain basic principies of an organisation which should always be observed. -
These principies are the guidelines for planing an efficient organizational structure.

y

?.).

3}
4y

5)

6) .

7

8)
9

10)

1)

12)

Consideration of objectives

Unity of functions: There should be perfect harmony. Functions should be flexible
enough to adjust growth expansion and variations ' :

Division .qf .work and .spé_cfali'zat’fén _
Dpﬁnitirm of jobs
Scalar principe: Clear lines of él}tlidrity running from top to bottom :
Unity (.'Jf Ftammand: Theirc’_should be only one line superior in one organization
Bafcmcé of various, facrofs : Baia.n.ce in Iﬁiﬁnal struétu ré of organization is factors
~ having conflict like central ization ot decentralization. Span of supervision, and

lines of communication & authority allocated to differ ent departments.

Flexibility

_ Continuity: Change is the law of nature

Delegation of authority: Authority de[egatioix should be commensurate with
responstbility o : '

Management by Exception: Orgénizatidn str’uciure‘should be- designed so that
managers are required to go’ through exceptional matters. Problems should be
referred to higher authorities. ' -

Span of Control : Span of control is the number of employees a manager dirgetly’

" supervises; use of managers time and their work load. Factors effecting span of
control are - speed, change, complexity or representa tiveness of work, quality
and availability. ' ' :

cic




13} Organizational Deve!o};mewf(()l)): OD is defined as “a planned process designed
to improve organizational effectiveness and health through modifications. in
individual and group behavior, culture and system of organization using knowledge
and technology of a.ppfied behavioial sciéncc” (Beach 1980).

. The emphasis of OD is on the organization as a whole. Main observations are to improve L

effectiveness of the enterprise, in the face of growing techno- social, political, economic chal-
lenges and knowledge explosion. It may be usefut to know ten principies of organisation as
stated by Urwick, : '

3.2.4 _Urwiék’s Ten Principles of Organ_iéation_

Ten principles of organisation were pronounced by the noted management scicntist,
Lyndall F Urwick. These are summarised and reproduced here.

1) Principle of the Objective. Every organisation and every part of it must be an expression of
the purpose of the undertaking concerned. ' '

2) Principle of Specialisation: The activities of every member or any organised grolip should
be confined, as far as possible, to the performance of a single function.

3) Principle of_Coor;dffzation:_ The purpose of organising per se; as d{s[i_nguished from the
purpose of the undertaking, is to facilitate coordination and unity of effort,

- %) Principle of Authority: In every organised group, the supreme authority nust rest soinewhere.
There should be a clear line of authority from the supreme authority to every individual in the _

~ group.

3) Prfné;{r)!e of Responsibility: The responsibility of the su p_efior for the acts of his sLIhPrdinateS
is absolute. o ' o

6) Principle of Definition: The content of each position - the duties involved. the auth ority and
responsibility contemplated, and the relationships with other positions should be clearly defined
in writing and made available to all concerned. '

7) Principle of Correspondence: For every position; the fesponsibilhy and authority should .

correspond.

8) The Span of Control. Every superviso.r should supervise limited number Qf(not more than
five or at the most six) direct subordinates whose work interlocks: - :

9) Principle of Balance: 1t is essential that the various units of ém organisation should be kept .

in balance.

10) Principle of Continuity: Reorganisatior is a continuous process inevery undertaking specific
provision should be niade for it. L o '
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3.2.5 Organisatibn- Theor&

The organisation theor\f cxiulds over a naowmg aréa of research in a variety of fields
bearing an organisational behaviour, pCIfOIJ‘I‘]dHCE and group dynamics. The objective is to
systematise the amorphous work of pérplex ling experience and bring more of scientific methods
_ of observation, generalisation, testing and manipulation to bear on the theme of organisation
‘behaviour and management by organisational systems. L

3.3 ORGANIZATIONAL STRUCTURE

_ The structure of an organization is generally shown on an organizlational chart or a job-
task pyramid. Organizational structure shows the authority and responsibility relationships
between valjiéus_ functions in the organization by showing who reports to whom and is directly
related to the attainment of objectives. Organizational striicture involves formal relations
between organizational members. These relations may be of three types:

(1) Relations between supervisors and subordinates (line relations),
(2)  Relations between specialists (staff} and lme executives, and,
(33 . Lateral relations.

Development of organizational structure involves two things:
1} Thefunctions which are to be per‘fmméd - requires the determination of activities,
the organization needs avci division of these activities depending on specialization

-requin ed and

2} The form of structure ; This reqmres thr* detailed study and appiscdttous cf
organizational principles. ' -

: Drucker pointed out three spauﬁc ways to find the kind of structure needed {0 attain
the objectives of a specific enterprise. These are

Activiries analy.s‘_t's.' Leads to Departmertalization.

Decmon analysis: What decisions are needed o atfain the objectives, It feads to evolut:on
of patterns of decisions.

* Relations anaiysis: With whom 2 manager who is incharge of an activity has to work.
Such analysis helps to identify communication line and staff relation, wmci, inturn will
help in determining the siructure of organizaiion.

‘Structuw defines the pattern of vertical flow of authf\my called line and the area over
which the authority runs is known as span of organization.

Level i — Librarian
Levei 2 —— Deputy Librarian .
‘Level 3 ——  Assistant Librarian

3&



33.1 Line IO_rg'anization

~ An important component of any organization process is the creation of organisational -

' struc‘rure It represents the hierarchical arrangement of various positions in an enterprise, system

or in a library. It helps in allocatmg authority and responsibility formally. The form of
organizational structure depends up on the nature of activitics of Ilbrary1 competence of
personnel and the ph:losophy of management

There are three basic types of.organizationai structure which are quite popufiar.

Line Organization
Line and Staff Organization
¥ Functional Organ’zation

- 1t is the simplest and the oldest orgénizatiOIial' structure. As is implied, it has been
referred to in management theory as a scalar organization. As it resembles the line of command
in an army, it is also known as a military type of organization or scalar organization.

it represents a direct vertical relationship thrdugh which authority flows. The line of

authority flows vertically downward from top to bottom throughout the organization. The
- quantum of authority is highest at the top and reduces at each successive level down the

hierarchy. Every person_ in the organization is _in the'dircct chain of 'command. '

The line authonty not only becomes the avenue of the operating pcrsonn}al but also
prowdes the channel of communication, «.oordimtlon and accounta blllty in a tibrary. '

| Advantages:
[y = ltis very simple to es;tablish'and_ easy for employees to understand | '

2)  'There is a clear cut identification of authority'aud respo’néibilit}*_

3y itfacilitates 1he pmmpt decision mdkl% as there is de{’nﬂe authorlty at every
' level '

4 - Iltfacilitates unity of command and confirms to the scalar principle of organization.

~ Disadvantages:

[)° - Concentration of authority at the top. If the top execu tive is not efficient and
" capable, the library will not be successful '

2y .With growth of lhe Ilbrary, the Iiblarlan or the dlrector of the ilbra'ry becomes
overloaded with work. - :

3 _' Lack of proper communlcat]on from bottom upwards due to concentration of
. authority at higher levels

4) - Line organization is not suitable for big organizations (ie Big libraries and
“information centres, because many jobs create problems as they require
spec1al|zat|0n by the concerned pelson)
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332 Line and Staff Organization’ ~

In line and staff organization, line authority moves down in the same mannet as in line
organization, In addition specialists are attached to line managers to advise them on important/:-
‘matlers. The staff officers don’t have any power of command in the organization as they are "
employed to provide advice to the line officers. In most organizations, the use of staff can be
traced to the need for help in handling details, gathering data for decisions and offering advice * '
on specific managerial problems, ‘staff investigates and supplies information and
fecommendations to managers-who make decisions: Several times specialists are appointed” -
" as line managers, who are likely to contribute much better with their knowledge and competence.
- Advantages: |

1) - Line rhanagers get the benefit of specialized knowledge of ‘staff "specialist-s at
- © - warious levels K N S o
2} Staff specialists rel_i.ei!e the line managers f'fom he botheration of concentrating -
_ on the special functions like account Ing, selection, training and public relations -
elc. o : o - : o o .

3)  Staff executives hclp line rhanag’e‘ré.in--'téking better d_ec'isions_ _ .

- OYganization with Narrow Spans

‘Or'gani'za'lions with Wida Spans

OO

e
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DIVISIONAL

_____ ' o e —— a4
v 1 PERSONNEL {— -1_ FlNANCIAL{— —
| MANAGER: [ | MANAGER |

L — I__...._...__...._I

- DIRECTOR OF LIBRARIES -

* LINE AND STAFF ORGANIZATIONAL STRUCTURE .

‘LIBRARIANS .

-4 ASSISTANCE |’

_ _’.___.:._____:1_ EL g
______| LEGAL |~~~ PURCHASE |
| 'ADVISER |~

_L._,__—..J . o

I....._-__‘.._._l

DEPT. HEAD
TEC SERV

| DEPTHEAD. |
. .-ACQUISI-TION. % R

| pEPTHEAD . |
' INFORMATION | R

- ~——--staff executives -
line executives -

'SERV & DESSI |

B '3 3. 3 Models of Orgamsatlon Structure o

. The study of evolutlon of orgamzatlonal structure in mllltary, _church gqvemment and
. mdustrles from early times to the present revea!s four major forms '

Bureau_cra_cy_ E
Departmentalization
- Project organization ..
‘Matix
- Network '_Strueture'- - :

o ]) .
i)
ity
rv)__
V)

) Bur’eaueracy:”'

Itis the earhest form ot orgamsatlonal structurc Governmental Itbrarles mostly falling

' _"under thls category

Major features of bureaucratlc structure

o

o respon51b111ty

are

C‘ontro! and supelvmon through hlerarchy of pusmons vested w1th authorlty and

| INCHARGE |




2) Systematic division of work pc;r cmpctcni:y and specia-_-hzation.

.3y Following of nules and rurula‘tlons to ensure umformltv LOO!‘L]IHELUOH of »‘:.ffOI‘[S

continuity a.nd qt'ltmty

4y Intt,rpcrsondl refationships to achlevc unbiased execution.

/“dvamages Burcaucratic structurc encompasses some ﬁzndamentdl fn,aturub hk(, umt& of
command, authorrtv respensibility, fimited span of” comrol cic.

Disadvaniages: Fam efucrdtm structure of orgamsationq oftenr cause delay in the execution of

tasks. .

i) Uepartmcntaiization:"

Rational grouping: ‘of activities into dms:om groups or dt,partmults and sectlons The

~durunishes lower ciown the line.

repartmenialization by Fumctions:

-~ Fuaction. Department .

CActivity Technical processing
Lobation/Ter,ritory ~ Central, Régional, Branch
{Geographical) ' '
Customer/user Children/blind person: weaker

' sections,special users
Subject. Science, Maths, Social Science,

' ' Arts, Commerce
Material - “Maps, Reports_._ Software ctc,
Process/equipment B111dmnghotographs/\/ldco

' o . cassettes -
Language “French, Hindi, Sanskrit, Telugu.

Library departmentation is often a combination of two or more fEd‘tl]lLS For ex*unp[e

Rcfcrence Dbpartment (Function and source tvpr::)

W

i) Project Orﬂamsatmn

General complexity of operations, numerous. componc.nts, agencies WLth fixed ume
schedu]eq of dchvery, need a great deal of plamm5 ;csc,arch coordnntlon and control




‘Since bureaucratlc and departmentatlon type of orgamzatlonal structures coul

~ up with project management, a different type of orgamzatlonal structure’ has evol

: ‘cuts across the classical- vertleal organization by introducing honzonta.l ang
‘- relationships. In this prolect ‘anager holds sole authorlty and respens;bﬂlt} for pl
- _completmg the pro;eet :

Pro;ect orgamzatlon of an ad-hoc type is. oecasmnally found in 11brar1es Once

© 18 completed the structure becomes defunct, or merges w1th functlonall orgamzatlon‘

_of the host institute.”
'1v) Matnx Orgamsatmnal Structure

Orgamzatlon accordmg to ﬁmctlons is common in all enterpnses When ail
18 dealing with multiple products organization on the basis of products or proj jects
method. Such'a strueture when mtegrated w1th the ﬁmotlonal orgamzatlon resul
‘Orgamzauon : :

It-can be extended to melude marketmg, geographlc area, development etc
_.matrlx orgamization depends on understandlng expectations and roles of various t

.. mamx system It. 1nvolves sharmg of 1nformatlon and bulldmg up ‘of mutua,l conf

DIRECTOR (INFO)

1d ot cope
ved which

| diagonal ,
anning and -

lenterprise
is a refined
in Matrix

J success: of :
neihbers of .
dence.

M
MAR

 MANAG
. SUB-ANALYSIS -

MANAG
i COMP_ SER -

ANAG |
KETING|

- MANAG
" PROJ A

 MANAG. ..
PROJ B .’

' Fig— : Slmple Matrix Orgamzatlonal Structure _'

A true matrlx orgamzauon is not commonly found 1n leranes The €oNg
- tried. Leicestershire Library and Information Services applied matrix orgamzatlon
1970’s. Now library actmtle_s are looked up as industrial/ corrunercml activities.

.v)' Netwmrk-'Structure o

Thn has not recelved much attentlon in mdustnal management as they were

"« (a column or a plllar of single stone) and strictly adhere to prmmple of unity. of
Large international and multinational organization. with a geographlc spread of a
a.lrlmes hotel chams are mcorporatmg network Stmcture ' S

Szgm ﬁcance They take the shape of cooperatwe framework for sharlng
expertise and function, cost and standardizmg proeesses Network orgamzatlona
are of speclal mterest to L1brar1es
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Nehvork Conﬁguratzon Star shaped rmg shaped or chstrlbuted hlerarohrca.l or bus s S
type. Conﬁguratron greatly influences ‘information flow, pattem of communication, decision

making, etc. For planmng and managlng orgamsatlonal network a network model may be'

.

~ Operations research teehmques S1mu1at1on techmques (makmg workmg of rophcas ot
recreation of a- srmatlon machines ), analytleal solutlons graph. Lheory and queulng theory are
- used for 1dent1ﬁoat10n of solutions i na network environment, : -

In hbrary and 1nformatlon centres network problems relate to a seleotlon of a,.

‘configuration. - To use the models one has to 1solate and define all the elements of a systemand -

have avenues to data and relate the costs, requlrements and channels. (Taylor 1972)
3.3.4 Functional System S o

“ Being the simplest type of organizational "strnc'tore'it 15 very much in 'vogue in several
. organisations. In this all similar actwrt]es are grouped under an’ executive who reports to the

T ehlef execu’uve

| The functional system in a marketing set u'p: can 'be'shown as follows:

Marketing Manager |

'[Research Manager ] ' | Sales Manager | |~ [-Advertising
. S T — | " & Sales Promo.
‘ o . M :
T S "~ | Distribution . anager.
‘ L ‘Manager
* Advantages: '

N It prornotes occupational s'peoiaﬁzationj L
2) It f‘acilitates intra—deparrmental._eo—ordina,tion :

3)  It.economizes operatlon and ereates pGSSlblhty for adoptron ofa logrcal and *
comprehenslble Structuro -

49 It _promotes_ excellence in perforlnance: in specialized areas:

Demerits :

1) It may fead to excessive centrallzatlon :
.2)  Decision making process is llkely to be delaved

L
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335 Group bynamics

Group dynamics can :'be defined as the social process by which people in{sract face to
face in small groups. It is concerned with the dynamic interaction of individuals in a face to
face relationship. Group dynamics focuses on team work wherein the small melniber groups

are constantly in touch with each other and effectively contribute their ideas to'. zllccomplish a

. The group creates its own leaders whb can effectively coordinate ‘t,lie group efforts
towards the achievement of their objectives. It changes the formairole of participants. Group

.serves the purpose not only for themselves but for the organization as well; they provide
. norms of behaviour and teach new employees how to behave and work. Cooperation of more

than one person is required to achieve its ends and groups facilitate this co-operation. Groups
also provide an identity for the person at work -place to achieve a fecling of belongingness -
from which he can derive esteem, recognition and status. . '

i) Causes for Formation of Informal Gronps:

The important factors for formation of informal groups in an organization are

(1) Désfre_to socialize with others: The need for social relationships with other hiuman beings

is most essential for all humans. A formal organization is rationally created for technological
purposes, informal organization arises from man’s quest for social relationship.

(2). Common interest: The employees have to confr{_jnt similar work problems as fhey are’
working on similar jobs. Another implication is physical location of workers: Frequent face to

~ face meetings and being in close proximity influence to form informal groups.

(3) Sense of belongingness: One can sense that he is part of an organization not only by
identification but sharing experiences to colleagues is the most meaningful and petent sources-

of job satisfaction. Employers get more ideﬁtiﬁed_ in smaller g’rbups_ and enjoy higher morale.

(4) Monotonous Job: Introduction of specialization in modern enterprises hag created the
conditions under which workers have to become menibers of informal groups. Greater degree

* of specialization routinise the working and there is greater degree of monotony. The workers

experience fatigue as they are unable to relate their jobs with final output. For the sake of job’
satisfaction they resort to informal interactions as an outlet.

(5) Resistance to-change: Most dynamic orgaﬂi:zatiohs have a tendency to introduce changes
- in methods and routines at a faster rate than the individuals can adjust to them. The speed at
‘which these changes are introduced can be materially altered by a determined wirk group.

i) Utilization of Group Dynamé~, mn Planned Change:

The ever changing interaction and adjustment in mutual perceptions and relationship -
among the members of groups are known as group dynamics. Tf group dynamics is realized

- and mobilized properly for introductic~ of change, results are [ikely to be favourable,

Kurt Lewin developed certain techni_qu'es during the course of his work in group
dynamics. According to him, any situation i which a change is to be attempted is a quasi-
state equilibrium of driving forces and restraining forces. All these forces reside in the group.
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Lewin who propounded the theory emphasizes thai it'is'us'ua]ly easier fo change individuals
formed into a group than tochange any ong of therm separately. As long as group standards are
unchanged, the individual will resist changes more strongly: If the group standard itself is
chanéed, the resistance which is due to the refation between individual and group standard is -
eliminated. ' ' s ' ’ ‘ : :

3.3.6 Behavioural Apprdac_h 7

Behavioural Scientists are concerned with systematic analysis of human behaviour.” " -
They are concerned with all relevant aspects.of humans. The basic assumption of this approach -
is that there is order in the universe and this order is discovered through analysis. Behavioral
scientists aftempt to formulate generalizations based oil this order from which predic':_'tions can
be made. : B ' ' ' o

. The important characteristics Offh'is-appmach are: -

1) ° The data must be collectad, ahalyzed an.d.subjected‘to public testing by qualified
individuals . : _ ' o

2) Fiﬁdings must be presented so that distribution between cause arid effect is isolated.

3') - Facts must be systematicaily related to one another v_ifith in a systematic frame
work ' o ‘ '

4)  Finding must always be open to further examination and question.
The Behavioural Sciences have provided managers with'a more systematic understanding- -

i o, . q : Yy - .
of one of the most critical factors in the process of management.- the human element. It has
enabled organization to formulate programs fo-more efficiently train workers and managers.

| According to human relations perspective, peopie fry io satisfy their needs in the order
of piiority. The more our needs for physical well being and security are satisfied, the more we

. feel the need to actualize our potential. The classical _approach'tends to recognize only the
-needs of lower priority- financial incentives, appeals to physical and on aceasions security
needs, The need for self actualization is however frustrated by standards, untiformity,
specialization and over definition. The behaviourists have stressed the need for showing greater -
congern for people who are being organized. ' ' 3

_ This approach is an attitude rather _i_han a set of principles of organization. It sounds a
warning that human beings are not machines and so demand a different treatment. In the light
of this one can emphasise that needs and values of people must be taken into consideration and

_integrated with the needs and values prescribed by the objectives of organization.

v

5.4 SYSTEMS APPROACH

tes, aod

A system can be considered to be acoilection of peaple, ehiects, andactivi
gioup of things that operats at a level of compiexity higher than the highest fevel that we
think and understand . It includes both formal and  informal structures. When we think

of braries and their services the organizationad chart generaily display only one aspect
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the fonnal reportmg and rcsponslbllltv structure,. Thc mformal structure represents the .

_ centres of power and influente, otten based on péople or groups wrth some sort of commion
interest. The changes will effect both formal and informal, the managers have to consider the
changes that will aﬁect the system together and strategy muost be planned accordmgly

‘Evans deﬁncd system as a set of mteractmg varrables but each system is a. part of a-

o larger system. The variables i in this context include procedures, equipment, organisation and =

people. Chapman defined it as-an assemblage of objects united by same form of regular
mteraction or 1uterdependence It implies dynamic process consisting of mterrelated functions
~ that tend to become mcreasmgly complex as the volume of requirements placed on a system
~ groups: The basic concept is interrelationship of parts on subsystems. The’ startmg pointisa
- set of ob]ectn es-and the focus is o work desrgn and it 1s drstmct from the dcsrgn of components o
~of subsystems : : S
‘ The system: comp'onents are users, . activities, events and objécts which together form_ -
“that system. The system boundary can be definied by drawmg the distinction between control

~and the influence. For an information service for example, the user may be seen as- outside . -

. the boundary because the availability of the service should affect the work methods. of the -
- user. The sphere of influence and identifi catlon of system boundary should aid the manager _
m preparrng an orgamzatlon for change Coe

3.4, 1 Systems Envrronment

The 'system's-enviromnent dcﬁnes-'the'exterhal 'relationship's". '

. Closed Systems Do not have 1nputs or outputs, they havo no enwronment Oﬂ:en this
term is used for systems which intéract weakly with the envnromneut For example Iauls
' 'whrch do not get 1nﬂuenced wrth the activities of out51de world

Opén Systems The systems, that are not c]osed they have an 111put processmg, output |
and interact with the environtient. They are dependéiit on the environment and. sensitive to.the

“changes within it. For example, libraries. Changes in the outside env1ronrnent such as -

mformatlon technolog} mﬂuences on the workmg of the hbrarles
342 System Attrlbutes :

. Accuracy, tlrnelmess approprlateness completeness and clanty form the, essent1a1 .
o ._attnbutes ina system envrronment DR

.'.szste'm Relaﬁons:'are of difforent types -

_Symbronc Where two syste.ms operate as one, 1f one stops functlomng the other cannot. -

- work ) :

' _Synergrsnc workmg together of systcms produce a better output It rneaus that the =
whole is greater than the sum ¢ its parts. If separate departments within an orgamsatlonf

_ _icooperate and interact, thcy become mare productwe than if each hiad acted in 1so}atlon

' Reduna’anr thcre isa duphcatlon between the sub- systems If one’ sub system ceased to_
. .cmst the whole system could contmue W 1thout it. - '




3. 4 3 System Objectlves

All the systems should be de51gned with well deﬁned ObJCCtIVGS however some systems
~ have less defined ob]ecuves and no casy measure of pcrformance can be explained; forexanple
systems: as economic systems-and.business organizations have less clearly defined objectives
~than a system designed. The desngncd systems are built to meet the objectwcs specrﬁed {
: deﬁned) in advance. S o

Thc gencral objectives of man made systcm is mainly to achieve the Ob_]GCﬂV(.,S for
which the systen: is created. Detemunatlon of system objectives is an 1mportzmt component of
analys1s :

- “There are four types of sy ste,m ObjﬁCtl\fCS Whlch can be uscd to categorize thc systems
into four types
A ’)etermmed or Mechanistic Systems These systems always respond in the same way,
_ produces the same results from any given input. machines are determmed systems For
cxample, Computer responds predictably. :

2) © Probabilistic Systems: Probabilistic system is one where the output any given run,

'only specify the range'of outputs that are probable. For example, a probabilistic system

~is-a library and its stock.. Tt is not possrble o prcdlct the number of items on loan at
subsequent pomt of time: :

3) Adoptwe or Self-Contr olled Systems It is one which changes and controls itself.
Here the output from the control system is fod back into the system and influences later
outputs. They have an internial feedback: w here measurements of output are used to

e 'mfluence subsequent mputs ' -

4y Competltlve or Extemally Controlled Systems Much of the busmess world is
~ comprised of competitive systems. These systems are controlled by external factors-i n
~ the systems environment. Such factors cause the systcm  to change For. esmnple

'Productmn System.

i1

3.4.4 System..Models |

_ System models help us understand how a Sysltem is structured and org'uused There are
two system models. They are 1) Srmple Systcm Model, and 11). Complcx System Model

Il

1) Simple System Model Thc fo]lowmg ﬁg,urc dep1cts the 51mple systcm model

Prodtlctlon system' ——@ —— Sales

~ Modify the Product

Figure - 2: ISim;'Jl‘c Systems Model
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This represents a modcl, which shows main flow of work and informatio:L
work -around the organization. This view rcgards the organization as bemg open syst
orgamzatlon is linked to its environment by the passage of i mputs; outputs and control sc

about

m: the

ience,

The opcn system ‘is linked to the environment .and is stimulated to respond to changes in
such a way that the system tends to survive.The open system must establishi a means of
monitoring the environment and asscssmg the necds. In relation to libraries and information
services, the community study and user study represent a great deal in achieving this. It also

llustrates the important feature of feedback of both effectlvoncss and cfficiency. Now

it has

been realized by the managers that a regular review of efficiency and efﬁ,ctwent,ss IS necessary

part of thc managcr s Job

The type of feedback attained by the simple systcms model is 1leg'1t1ve feedback™,

Vthh leads to stability in a system becausc the system becomes sclf contro[hng

GOALS - EFFECTIV’ENESS
: FEED BACK

™

INPUTS

ORGANIZATIONS OUT PUTS

: - - ( EFFICIENCY
o | | - FEED BACK

CONTROL

Fig.-3: Simple Systems Model for Libratffes

ii) 'Complex\Systems Model

» To define the environment of the system more closcly and to conmder what consututcs

the organization: can be done through a complex systems model,

The model displays three environmental lovels:

1) Internal Environment: Which i is contained by the system boundary, constﬂ:utes-al!

of those elements that are within- official ju sisdiction of the organization. The internal

envi-

ronment is composed of subsystems, which operate with'in the organization and [which
interact with each other. The changu in onc part of the system may affect the working of
anocther.

Sub-Svaterns; Fach subsysian in the interpal environment has o be const gersld

gy “""J?‘ which reveals muv."a oras within £ T

-

: "aJT Y]-\r_\r r*f"

] . ”w_!c\-\z.n'? an orianiEa
or levels of T;L.i_HF?I:'“fLOsf Thizen n asizes 2 need




Generad environment

Regulatory
Agencies

EtTecliQeness
feedback

Opcrating cnvironment i Goals

Parent
orgatsation

—% Inpuis ﬁ.

°

DPULS e

Internal envirement

Effclency
leedback

~Local ©
Cotntrunity

Complex éysté’nis mode]
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4) General Environment: It constitutcs thé social, economic and technological context
within which the organization operates. The gencral cnvnronment is capable of exerting a
strong influence through the operating system.

. Sub-Systems for Libraries

' I - - | )
[ ACQUISITIONS ] . [ DATAMANAGEMENT |
( READERSERVICES]' . ( CIRCULATION )

L {REFERENCE }——

Figure-4: SuB-Systems for Libraries

. The strategic management requires information about the operating and-the general
environments, whereas - administration 1s principally concerned waith the iniernal environment.
The complex systems model represents only one aspect of the systems view of organization,
that s, 1t is mainly concerned with the formal task oriented view of the orgamzatlon what
the organization does, or. thinks to do.

Tt is nccessary to take into consideration the models showing other aspects which are
useful for the  organization; like systems model showing the various groups and individuals -
who have somc interest or commitment towards organization. The systems approach helps’
to revcal the lirkages to its environment and other subsystems.

3.5 ORGANIZATIONAL CHARTS

ﬁm organizational structure 1s a set of formal, p]annt,d relationship between grpupmg
similar functions and between the physical factors and human beings required for the
performance of these functions.

3.5.1 Definition | - - o

Koontz and O'Donnt:ll hold the view that “ every organization can be chalte(l for a
chart is nothing morc than an indication of how cln,partmc,nts are tied fogether along Wi h thmr
principal lincs of authority.

George Terry defines an organizational chart as “a diagrammatical form which shows
inportant aspects of an organization, including supervision and relative authority of each
employee who is in charge of cach respective function™,

- Organizational charts indicate the firnctions and their relationship, clear lines of axthority _
and responsibility, visual summary of decision making centres, channels of communication
and span of control and supervision. It is a useful management tool.
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3.5.2 Typeé of Organisationéﬂ_ Charts

~ There are threc different ways in which the orgamzatlonal charts can be drawn; =

honzontaﬂy and functions running vertlcall} The position of the supreme authonty thc
top and the lowest authority at the botiom. ’

© 2} Horizontal (From left to right): In this chart, the highest positions are put at the left
.and those with diminishing authority move towards the right. It represents scalar levels in a
vertical position and functions horizontally. The position of supreme authority is at the lefi of-
. the chart and the least authority is at the right of the chart.
3) Circular; The centre of the circle represents the position of supreme authority and
the functions radiate in all dircctions from the centre. The higher the positions of authority,

nearer they are to the centré, and the lesser the Dosmon of authonty, the more distant they are
from the centre. :

- Another clagsification of organization charts is Master charts and Supplementaty charts.
Master charts display the structure of an entire organization and indicate the overall relations
of its major components. Supplementary charts, on the other hand are concerned with the
entire organization but with a particular department or departments. '

Advantages:
)] '_ Tt acts as an important management tool
2)  Overlapping and duplication of work is avoided
3)  Points out to the incensistencies and deficiencies
4) It acts as a guide and training grou_ﬁd :
© Limitations:
1) A chart does not reveal the full picturc:of organizations

2} It can not point out the limitation of cxact authority at any position in the
organization

3} . Inthe absence of a dynamic management the chart gives rigidity to the organization
4) A chart does not represent the informal relé.iionships m the Urganization

An organizational chart is a visual ald and a supplement io thc verbal description of the
strucmn] frame work. Tt outlines the over all structure of the organization and distribution of
functions. It levels its individual position, lines of authority and accountability It is demm ble
to prepare a master organizational chart showing the. primary functional details. supplmneﬂt
ing the same with separate auxiliary charts for cach department.
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353 Consiruction of an Organisational Chart

After studying about the organisation charts, their advantages and disadvantage_s:'ilow

we arc in a position to develop an organisational chart. We may proceed by steps in their,

1.
2)

3
9
5

6)

8)

10)

logical secquence.

List out the organisational goals and objectives in measura ble and verifiable terms ~
I_déntify the chief executive and set thc a_ib0vc goals and cbjectives down as his task

Break down the over all goals sub_-goaﬁs {tasks). The sub-goals should lead to the
main geal. ' S : —

List out and appraise the team (staff) available and assign them to appropriate functions
and levels corresponding to the sub-goals. - o '

Work out the line qf compiand. Unity of command and flow of work should be set to the
direction of the goal. B ' :

Agssign accountability to tlie tasks and 'd'elégatc. anthority.
Clarify the communication lines, up and down and Jaterally, from each functional port.
Review the structure to e115ure_ﬁinctibning of the system. -

Ensare fecdback and correction as well as coordination and monitoring in the structure

Make sure there is no ambiguity or confusion. Everybody n the system should understand
his own rights and duties. S :

3.6

LET US SUM UP

Let us recapitulate what has been covered in this unit,

There are different meanings to’ the term ‘organisation’. In terms of managenent,

‘organisation brings together basic resources and people in an orderly manner to contribuie
~ towards a common goal. ' - S

Organisational structure is one that shows the authority and responsibility relarionships
between various functions in the organisation by showing who reports to whot.

There are three basic types of organisational structures. They are line organisation, linc

“and staff organisation and functional organisation..

Thete are five major forms in the evolution of organisational structure. They are
. burcaucracy, decentratisation, project organisation, satrix and network structiire. The

first four models are also applicable to libraries in a limited context, while the network

structure may be most snitable to LICs.
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% Anorganisational chartis a graphical rcprcsehtation of the form which the rganisational
structure takes to reveal the principal lines of authority. -
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' 3 8 ASSIGNMENT

o 1)__ ' Examme thc orga,msatlonal structure of your ofﬁcc/ depart ment ora llbrary and prepare
Loan orgamsatlonal chart o : -

2) - Exa.mme the orgamsatlon structure of dlffcrent kmds of hbrarles in your locahty and
T prepare orgamsatlonal charts -

_ 3]. _ Llst out various tasks performed by each level in the organ 1sat10n

39 MODEL EXAMINATION QUESTIONS

Lo ESSAY QUESTIONS -

1) “Orgamsatlon prowdes a structure and upholds the management funetlons” D1scuss

-2 Draw a stmple orgamsat]on chart and brleﬂy descnbe each step.

. 3) Indicate the stcps;im_rolvedm'cons_tructmg_an organi sational chart.

. SHORT NOTES

a)-

¢}

d)

Urwncks ten prmctples of orgamsatlon

_Orgamsatlon theory o

Matrix organisational structure. L

Line and staff orgarisation

. Network structare = =




UNIT 4 LEADERQHIP AND DECISION
| MAKING PROCESS

' '.Stl uctui e
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o '74 0 AIMS AND OBJECTIV ES

; The alm of thIS unit 18 16 111tr0duce You to the coneept and Lhe theorles of le '1dersh1p
It also brlefly explams VATIOUS management styles and deus:on makmg process '
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After studying this unit, you shoul_d be able to
.. ® definc the term leadership -
* list out and discuss about various theories of leadorshlp
"» desctibe various styles of leadership '

. d1scuss about the concept of management J) objt:ctlves
. c,xplam the process of decision making.

4.1 INTR OW’UCTION

Leadcrship is one of the important managerial functions in an orgamsahon It is closely '
related to motivating, directing and communicating functions. The decision-making process

LS ofcon affected by the leadershlpA Hence the managerial quality depends on the leadershlp

Leadership has dlﬁerent meanmgs fo various authors Loadershlp is defined as
iiuence, the art of process of influencing peoplo so that they will sirive willingly and
_a,nthuslasuca.lly toward the achievement of group .goals. To lead is to guide, conduct, direct,
and precede. Lcadership act as to help a group atiain objectives through the. mammum '
apphcatlon of its capabilities. ’

4.2 LEADERSHIP DEFINETION QUALITIES FUNCTIONS
| AND STYLES

In ﬂllS sootlon you are being mtroduood to various asPects of leadership suoh as
dcﬁmtmn of lcadersh1p, qualities, functions and sty]os

4.2.1 Definitions

 The dictionary meamng of the term ‘lead’ means o gmde conduct direct and prccede
The persons who could do these functions is a leader. Leadership 13 ofton said as a psychological
process of prowdmg guldanoe for the followers.

Ralph Stogdill defines leadership as “the process (act) of mﬂuencmg the task related.

" activities of an organised gmup members”

Welhrlch and Koontz defined leadership as mfluenco that is the art or process of '
“influencing people so that they will strive Wlllmgly and enthus1astlca11y toward the aohlevemeut
of group goals.

According to Fred Fiedler, leadership is a- proooss of mﬂuencmg othors for tho purpose
of perfonmng a shared task”™. .

Tannenbaum Weschler and Massarik in their’ book cntltled Leadership, doﬁned

leadership as “interpersonal influence, exercised in a situation and directed through the
c01nmumcat10n process toward the attamment of a sp(,mﬁc goal o1 goals '
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in addition to influencing and directing others, Evans also states that th¢ group
* voluntarily dccepts this influcnce and direction for a number of reasons.

From the above definitions we may infer that the basic characteristics of leadership
are; T

i} A leader is one who through some method or means ts able o nfluence Lh(,
behaviour of othcrs and : ' : J
r.I.I

11) - The influence 15 directed towards the achievement of some task or go

_ The above inferences lead us to think and stu dy what mcthod or means some individuals

are bctter able them others to succussfullv influence thc behaviour of others.
4.2.2 Qualities of Leadership

Leadership involves various dimensions and aititudes. It requires vision, gourage.
understanding, determination. decisiveness, sense of timing, capacity to act, ability to inspire
etc. Besides these qualitics, leader is judged by his capacity to tackle the sttuations of crisis.

A leader is an effective human being. He should have identity, open mindedness,
independence, responsibility, communicating ability, reasoning and problem-solving abilities.
He should have concern for others, maturity, courage, sense of obligation, clarity of mind and
expression, integrity, etc. '

. * A leader is one who has some followers and the ieader has thie art to influence their
bechaviour. He encourages them and inspires them to act as a team and give their best to-
achieve the desired result. Leader has to instill the values. '

- The art of leadership seems to be a compound of at feast four major ingredients.

1) The ability to use power cffecti'vely and in a responsiblc  manner, (powc:r)
2} The ability to comprehend that hum’m beings have differing motwatm forces
at different situations. (understandmg the people)

3}  The ability to inspire (Inspiring followers), and

o .

4) . The ability to act in a manner that will develop a climate conducive to responding
-to and arousing motivations (style and climatc).

Weihrich and Koontz have stated five ingredicnts of leadership. Théy are- a} power,
b) fundamental understanding of people. -¢} ability to inspire followers to apply their full
capabilities tc a project, and d) the climate development. These roles are played by leader to
have more productivity. "
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42.3 ‘Managers as Leaders -

As you have aiready secat in the beginning of this course, that the management is the
- process of getting things done throu gh the efforts of other people. Manager is a formal position
Cinan organisation. On the other hand a leader may not have a formal title or authority and he.

depends on hts personal qualities to influence others. - '

The n1a11ager should have all the characteristics and qualities of a icader to influence

the people working with him to a,chicve the desired results. Managers inspire their subordinates.
by theiv leadership qualities. Besides the influencing qualitics, the managers have powers with

their formal positions in the organisation. Therc are five types of leadership power identified .

as coercive power, reward power, legitimate power, expert power and charismatic power.

Hitt et i distinguishes a leader from a manager as managers do things right, while
leaders do the right things” T '

'4._2.4 Junctions of Leadership

;A

The main function of leadership is to ‘induce” or “persuade’ ali subordinates or followers
to contribute to organtsed goals in accordance with their maximum capacity. Tn other words, it
15 ‘mspirng’ and ‘motivating’. As motivators, managers are concerned with the needs of their
subprdsnates. Inspiration is an ioner quality and a rare ability of a leader with charismatic
quality. The functions of leadership and the manager’s role are relative and similar, as the
manager is supposed to lead the employess and suceessfully achieve the goals. '

Thcre 16 common '1ct1v1tles and functlons identified dnci c:xpcctcd froin & Lcadu*
Manager : _

1 Arbity ating and mediating: A leader resolves a dlSﬂéYﬂBi""mllt by arbitration dnd
\ mediation.

2) | Suggesting: The suggesting ability of the leader allows the subordinaies a sense
of participation in tasks. -

3)  Supplying objectives: The objectives supplicd by the leader help members to
work together.

4y Catalyzing: The leader acts as a caialyst to initiate or acccicrate the work.

5) . Providing Security: Leader provides personal security vo his t e a m

members at the movement of .adversaries to maintain an optnmqnd positive
attltudc e _ _ n

- 6). "Representing: A leader represents the organisation for which b is working and
speaks for it with the outsiders. '
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7y Inspiring and Zeai buildin g: A leader inspires his team mem bers to contnbute
more towards achieving the goals of the orgamsatlon

§)  Praising: A leader praises his _subordmates for their good - work. |,
€N Goal Setiing: A 'Ieadef_ contributes towards establishing objectives énd goals.
10}, Ebcecuting: A leader is I'céponsible- for executing the plans.

11)  Expertise: A leader is an expert and he provndes necessary - guidance to his
subordmates

12) ' Bearmg Group Respom;b;irty A leader bea:rs the responsibility for decds of h1s
subordinates. -

13)  Purveying Rewards and Punishments: A leader approves or admmnisters the
rewards and punishment to his subordinates. '

14 Exemplifying: A leader is 4 model for others to follow him,

" 15) Father Figure: A leader serves to fulfill an emotional role for the gronp members
as an elder.

16)  Scape goat: Aleader is a ready target for the aggressions of his group members.

In addition te thé above, the other functions of a leader are to create a good and .
_congenial atmosphere to enable to have smooth flow.

The leader witht his attitude and behaviour motivates the staff. The léader will be
..symbol of the group and acts a spokcspt:rson of the group. The leader 1s also an example
. setter, shares the skills and knowledge and holds the responsibility” They need to instill values
concerned to quahty, honesty, etc. -
|

- Stoner and Frecman had suggested two major functions of leaders; (a) thsk related or
: problem solving, and (b} group maintonance or social functions such as mediati g in case of
disputes and cnsuring that individuals feel valucs by the group.

Both roles have to be performed by the leader. Leaders also inspire their followers . -
and, create major impact on the library as organisation. Such leaders are known as charismatic
or transformation leader. Leadership is challcngmg and they need to change their style to fit- '
mto changmg situations.

Weinrich and Koontz have stated the ingredients of leadership as follows: B

 (a) The ability to use power effectivcly and in a resb,onsible manner

(b)  The ability t~ .omprehend that haman beings have different motivating forces
at different times and in different situations,

(c) The ability to ins.pire and

(d)  The ability to act in a manner that will dcveiop aclimatc conducwa 0 responding
to cvolving motl\:atlons
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Librarian or 0thcrprofcssionals at managerial level must develop the leadership
qualities and Iead all the staffto achieve the objectives successfully.

4.2.5 Leadership Styies

Leaders have been observed applying three basic styles - autocratic, democratic and
free-rein. The Autocratic leader was defined as one who commands and ckpccts compliancé,
" who is dogmatic and positive and who leads by the ability to with hold or give rewards and
punishment. : ' '

The Democratic leader or Participative leader éonsult_s with subordinates on proposed
actions and decisions and encourages participation from themi. This type of leader was seen as
ranging from the person who does not take action with out sub-ordinates concurrence to the
one who makes decisions but consults subordinates before doing so.

The third type of leader, namely Free-rein leader or Lai.ssez'fm're., uses his or ‘her
power very little, if at all, giving subordinates a high degree of independence or free hand in
their operations. Such leader depends highly on subordinates to set their own goals and means

of achieving them and they see their role as one of aiding the operations of followers by - -

furnishing them information and acting primarily as contact with the groups external i
environment. = '

: AUTOCRATIC
e LEADER

!

Tollower ' Follower - Follower

DEMOCRATIC
OR '
PARTICIPATIVE
LEADER "~

Yollower | &—>» Follower |, eg&——5 I'-'n!lower

N

§ FREE-REN |
A7 " LEADER . A

. J ™ .
o ya A . N
N s | N\ /]
' e : ' N :
AV ' i : N/
Follower FFollower | | Foliower

Fig.l THE FLOW QF INFLUENCE WITH THREL LEADERSHIP §TYLES.
Source - Koontz and O'Nosnel. Essentials of Management.
4th ed. Now vork 1 MeGraw-Hill 1988 P40l N
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Stoner and Freeman have catcgorised\leadcrship styles as follows: a) Task oriented
style, and.b) Employee-oriented style. The managers. in the first category closely. supervise
employees to be sure that the task is performed satisfactorily. Getting the job is more important

than the emplovees’ growth and personal satisfaction. The managers of the sccond category

motivate subordinates rather than control. They seek friendly, irusting and respectful relationship
with employees. The managcr leads his subordinatcs, mﬂuenced by his backgroumd know]edge
Values cultaral background and experience.

4, 3 COMPONENTS OF LEADERSHIP

There are several concepts and approaches concerned to leaderahrp Some of them
are stated brleﬂy for your bmcﬁt : '

4 3 1 Tralt Approach to Leddershlp
ITralt mean_s distinct quahty- or fea_ture. Earlier aftﬁnpts ‘were made 1o identify .'the

traits that a Joader possesses. The “Greatman” theory states that leaders are born and not made
and researchers _m_zidc an attémpt to identify the physical, mental and personali' y traits.

_ Ralph Stogdl]l found that various researchers‘ havc idmtlﬁcd spemﬁc t alts related to -
g leadersmp ab111ty 'ﬂley are - o

a) Five .physical traits (such as energy, appearance, height):
b Four mtx,lhgence and ability trzuts

c)  Sixteen pcrsonallty traits (such as adaptablhty, aggresswr‘ness enthusiasrﬁ,
and sclf-confidence) : _

~d) . Sixtask related characterlstlcs (such as achlevement drwe p' rsistence and
. Initiative) - F

¢} - Nine social characterlsttcs (such as coopcratlveness inger personal skills a.nd

" administrative ablllty)

Rccently, some management studles have identificd the key traits of Iccldershlp The\ -

are - drive (including achievement, motivation, energy, ambition, initiative Lmd tenacity);
honesty; integrity; self conﬁdencc., {including emotmna] stablhty) cognitive ability and
- understanding the activities. :

| This approach has been not very fruitful as every.leader do not have all the traits . But
this approach may give some idea and these traits are associated with the patterns of behaviour.

4.3.2 U_se'of Authc’)rity

Leadersh:p styles have been classified on the basis of use of authority. They are -
autocratic, ‘democratic, and free-rein. _




a) Amlf)c?anc feadershrp Leader commdnds and expccts com pllence mn posmve
' and dogmatic manner.

.b) Democratic leadership. This is also known as Participative leadership. The:
leader consults with subordinates on proposed actions and demsmns and -
encourages p’trtmnpatlon from them.

c) Free-rein !eadersh.in: ‘The -leader uses very little power. High dégree of
tndependence is given in their operations. They depend largely on subordinates,

The styles are shown comparatively in the following chart:

Authoritarian

Democratic

Laissez-faire

All determination .
of policy by the
leader '

2) Techniques and
©activities dicta-
ted by leader

3) - Leader dictated
individual job
task and work
= comipanion of each
ndividual

-4) Leader was

" personal in praise -

and criticism of
~group work. Tended
to remain aloof:

All policiesa
matter of grotip

"discussion

Activities arrived
at during group.
discussions. Altc-
rnatives suggested
by the leader”

Members were free
to work with whom-
ever they choose. '
Division of task -
left upto the‘_group _

Leader wa objective
i praise and eriti-
cism.and tended to

be a member of
‘group.

Complete freedom for
group or individyal
decisions

Materials supplied
by the leaders, who
wouM.pfovide infor-
mation il asked. -

Complete non-parti--
cipation of leader

tnfrequent comments
on member activi-
ties. No attempt to

regulate the group.'

Source:l Misshauk, Michael J. Maragement. Theory and Practice. p.] 86.

4.3.7 Manageméﬁt Grid

The Management Grid Theory is one of the most popular among the leadership théories.
~Robert Blake and Jane Mouton draveloped this theo:y in [978. Tt measures manager’s relative
. concern for people and tasks. Management Grid is a two-dimensional matrix. The two
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dimensions on the 9x9 grid are labelled as concem for peaple’ and concern for production’.
According to this theory Improwsed performance 1s possible only when orientation ts tound
‘towards both peaple and for tasks. Using the grid Blake and Mouton described f‘ e basic

leadership styles. The numbers that preface each of the five styles of manageraent descrlbe
where the style would fit on the grid. For example |

- L. The (9,1) leader is concerned about the task or production. He is concerned with his

respomlbllaty to see 1hat the work is q,ompleted He is called a “Task- Management
Leader’. : :

%]

among
subordinates. He ts called ‘Country C]ub Manager

3'. The (1,1} leader is concerned with nelther productlon nor people. He is called as
: ‘Improverish Managemeiit Leader’.

4. . Fl1e (5.5) leadership style reﬂec.ts amiddleg g:round posmon He attempts to balance and

- strike'a complonnse between high production and employee qatlsfacﬁon

5.7 - The(9.9) leader is concemed abiout the task and the people. This posntlon indicates the
maximum concern for bath outputand people. He is called a “Feam Management Leader’.
9 Countryc_hlb S " Team |
* Management o Management
S S S ' 9.9
A
28]
.|
a.
36
ja
2 5 L _
Q- Dampended Pendulum
Z 4 _ (Middle-of-thé-road)
7 - {(5.5)
O
Z b =
S 2
2 Impoverished C Task Management
Managemet _ 9.
[ (L -
_ 1 i | | 1 ! P & 0
O -1 23 4 5 6 7 8 9

CONC ERN ¥0R PRODUCTION
F muc 2: Mfumﬁement (Jr:d
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The (1, 9) leadership 5tyle indicates the high concern for people and low coricern for
production. The leader 5 ll‘ldjOl‘ responsibility 1s to establlsh harmonious relationship -



e

Blake and Motton used th:s method:’analvsns to identify the specific leadership styie. Once *he
style of a partlcular leader is understood by the individual managers, it is posstble for them to

' attempt to chcmge or. modlfy thcnr style in future situations.

4.3.‘4 Likerts Four Systéms of Management- _

Rensis Likert and his associates at Mlchgan have mpplled the patterns and sty[es of

leaders ad managers for three decades

~ In the course of these researches Likert has deve!oped certam ideas and approaches
lmportantto uncltrstandmg leadership behavior. Since it appeals to human motivations. Likert
vicws are considered to be as the most effective way fo lead a group. (All members of the
group, including the manager or leader; adopt a supportive attitude in which they share in one

another’s common needs, values, aspirations, goals, and expectations).:

Likert has pointed four Systems of Management

System |

Expleitive-autherilative

System 2

Benevolent-authoritative

Syslém 3

‘Consultative

System 4

Participative

Managers are highly
autocratic. -

Managers have
patronising conlidence
in subordinates

These managers have
substuntial but not

complete confidence and

trust in sub-ordinates.

These managers

have complcte
confidence and

trust in subordinates.

2, Litte trust in Trust subsrdinates Make use of ideas and Make constructive
suburdinates. opinions of subordinates, use of subordinates idea
' : and opinions.
3. Motivate peaple through  Motivate with rewards, Use rewards for motivation . We reward for
fear & punishment. some fear & punishment. “with oceasssional putishment  motivation with
' ’ and some participation. accassional
punishment and
some participation.
4. . QOccassional rewards, Rewards are cosmmon. Rewarils arc given Economic rewards
T ' arc given on the basis
of participation and
invelvemeni,
5. Engage downward Permit some upward Engage in communication Fngage in commu-
communication communication & opinions flow both down and up. nication flow hoth
:  down and up. J
)
6. Limit decision making  Solicit some ideas and - Make broad policy and general Encourage decision

*to the top.

opinions from subordi-
nates but with close
policy contral. Allow
some delegation of
decision making.

decisions at the top, allowing
specific decisions to be made

at lower levels,

making throughont
the organtsation and
operate among themselves
and,_with their
subérdipatcs as a oroup.

_ Likert saw System 4 management as most pa: ticipative of alt and reierred to lt as pdrlam patwe
_group” : .




|
In general Likert found that those managers who applied the sysiem 4 appoach to
their operations had great success as Leaders. More over he noted that departments and
colmpanies inanagcd by system 4 were most effective n setting goals and- achigving 'ri'p-em
‘and were generally more productive. The success is mainly based on the degree of partidipation
and the extent to involvement from the subordinates.

4.4 MANAGEMENT BY OBJECTIVE (MBO)

Objccti\/es for organisation and individuals are set and effort is made by both managers
and subordinates to reach the goals by using management skills. The management of"
organisation is'set to successfitlly achieve the stated set of objectives. Therefore, this concept
s known as Management by Objectives (MBO), '

Peter Drucker had first professed this concept in his book eatitled, The Pradiice of
AManagemem (1954). The objectives for organisation are set periodically (or annually) and the
individual performance goals are set for émployees. The individual goals are set based on the
organisational objectives. The management and the individuals make an effort to achieve the
empicyees’ goals by which the organisational goals are automatically achieved. These goals
or 'objecti\fcs' are communicated to all the levels of personnel to epable them to know and _
achieve them successfully. ' '

The specific MBO applications reveal the major advantages such as imgroved
communication, increase in mutual understanding of mutual problems, better coordination of
‘plans, improvement in attitudes regarding evaluation process, better use of all managerial

abilities and increase in innovation and creativity. MBO isa powerful management tool which
~ can be applied'to all basic functions of management like planning, organising, directing, ‘and
controlling. ' ' '

4.4.1 Definitions

Weihrich and Koontz defined MBO as a comprehensive managerial systen that-
Integrates many key managerial activities in a systematic manner that is consciously directed
toward the cffective and efficient achievement of organisational and individual objectives.

According to George Odiorne, “the superior and the subordinate managers of an
organisation jointly define its common goals and define each iﬁdividua]s.major argas of
responsibility in terms of the results expected of him and use these measures as guides for
operating the unit and assessing the contribution of each of its-members”. MBQ is not ajmere
set of rules, a series of procedures or even a set of methods of managing. '

_ Stoner and Freeman explain that MBO refersto a formal or moderately formal, set of
procedures that begins with goal setting and continues through performance review. Managers
“and their subordinates act together to ‘set common goals. Each person’s major areas of
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responsibility are cleaf]y defined in terms of measurable expected results or objectives used
by subordmates in planning their work, and by both subordinates and supei iors for momtormg

progress.

>

These definitions clearly indicate that the common goals and individual goals are

jointly set by supervisors/managers and subordinates. With these goals, the responsibility of
everyone is indicated and management makes everyone to achieve the defined goals.

4.4.2 Steps in Applying MBO

{)

2)

The characteristics steps involved in app’lying MBO are as follows :

Long-range Planning: Ob_]eLlIVCS are set for mdnagerla[ positions. Importance is given
to objective setting in MBO because, a broad frame work of Library’s Objectives for

- the next few years, gives a scnse of Corporate purpose which mininiises the narrow self

interests of each section. It provides a critefion for judging the worthwhileness of short

- term actions and ensures coordination betwecn the shmt teun actions and long term
goals.

Objective setting in MBO is characterised by two important  features.
a) Joint objective setting: It involves all levels - the superiors and sub-ordinates.

b L inkif:g up objectives: MBO takes into accoimt the fact that the work of every section
is likely to be connected with that of other sections. The objectives of high priority of -

one section may necessarily need the cooperation ol another. By taking into account

the Imks that exist among different c;u,tmm MBO ensures enormous progress towards
the goals,

Key Result Analysis

The policies, means of control, and suggestions for improvement. are also taken note of -
in key result analysis. MBO stresses a great deal of quantifications.

3) Mandgement guide

in this step, the cutcome of the steps mentioned, abovc are dor.umc,nted and 1Pmrded

undel the Tollowuw Iluad:nus

a}  Over all objectives

b)  Objectives of sections

¢) policies related to tasks

d) ' kev tasks

¢) Level of performance

) Cpntyol data

g} Suggestions for inl;')rol\.rcnwm.
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4 Orgoni ization Srruc fure

In this step-organization Structure takes the form of a chart showmg prlmarll} the
allocation of man- power against the duties and responsibilities pertaining to their tasks.
An orgamsatlonal structure that gives maximum freedom and ﬂe‘ubllitﬁn operatlon is
developed.

3)  Management Information System (MIS)

- MIS is a communication system for providing information to aid the.hjead of Library
and section heads to help decision making. An effective comm unication
established.

gystem is to be

6)  Performance Review

This step involves reporting the progress to the manaocrs D'unng this appraisal Of review
. of prouress alteration or updation of objectives is possible.

7} Newjob improvement plan

As a resutt of performance review, a job lmp:ovemem plan may originate. A fresh plan
is drawn up for the next perlod The new job tmprovement plan makes|a measurable
contribution to the section plan and librasy’s phn towards better pér '
formance. |

8 Training Program

" In this step manpower training programies are developed for the employees and may
be provided with opportunity to par ticipate in p:oﬂlanu%;le surch as shorl lelm courses,
ref 1eshel courses, organised by other institutions.

9 ‘Review of Performance

The processes of review and control by the section heads and Librarian continues.-
. Periodically the Library committee reviews the performance of the library and assesses
the progress towards achievement of objectives and resets the targets if necessary. | .

Thus, the requirements of an effective MBO applications may be ]istelF as follows:

D Involvement of top level management
2) Participation of subordinates
3) - Delegation of Authority '

“4.4.3 Benefits of MBC

Itis not a philosophy ofmanagemem but alsoa systun wh]ch aims at ldentlfyuw ob]ecm esof
individuals with the Oh_]CCtIVCS of the organization. thn applied Jystemdtu,a]l} it leads to~ .~
follmﬂmg ﬁdvantaﬂes




L I . O

1) ']mprovement in management or resu[tmﬂ in cff'cuent and cffect ive services.

2) lmp1 oved communications N

33 Encouragement of the staffto committ to théir gouls
"+ 4) Development of effective controls through effective planning.

Every library. as an organisation strives to achieve thc objectives. The objectives are
‘end-points. The activities are planned to enable to achieve the objectives. At the end of a
specified perlod there is a nccd to examine and cvaluate whether the objectives have been

achieved or hot.

The top management' or high level -management sets the goals of organisation. MBO
proposes to set aind clarify the specific roles of the managers and the employees, who are
responsible in achieving the goals. It also sets the objectives to subordmates These goals can
he set to all the employees. They can be qualitative and quantttatwe

Ab there 1s uwolvement of people at all fevels in setting the goals, there is every

_ possﬂ:nhh of achieving the. goals and contributes hetter management. The employees commiit

them selves to their goals and develop effective coni-ol. Therefore, MBO had gamed popularlty
This concept supports the effective management. -

4.5 DECISION MAKING PROCESS

Decision making is the selection of a course of action from among alternatives to
achieve a specnf’c objective or to solve a specific problem It is a process and the outcome or -

product of such process is decision.

~ According to Peter Drucker, “Decision- making is onfy one of tlie tasks of an executive.

It ‘usually takes a small fractlon of his time. - But to make decisions is the specn‘"t. executive

task”:
Prof. Herbert Simon emphaq[sed its importasice as “a post or p051t10n camnot be said
to be managerial unless and until the right of decision making is attached to it”. Managers are

paid for the decisions they make the quality ofdemsmns made, dctermme his effectiveness as
a manager, '

Decision makmg is the core of planning. Accordingly, decision- makang is essentially
artificial § process that involve the selection of a particular course of actlon Jrorz among the
alter: natwes available, to aclneve a pre- determme(‘ objective.

The admmista ation of modern organ izations and uiterpr ises has become an enorm ously
complex exercise. There has been an increasing tenuenuy fo fuin to quantltatlve techmques
and modcl:, as a potential means of solvmg many ofthe prot: ,‘ams

Managers sometimes see decision making as thur central Job because they must
constantly choose what is to be done who is to do it, when where and occasionally how it will
be dom,

oy
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45 Rational Décision Making

. what is a rational decision ? Rational decision is attempting to reach some goal that.

a-lslo a pdrt of ~

Decision makmg is however only one step hIS plarmlng and it
ever yone ’s daily. Ilvmg - ‘

B

. _ The core planning is really decision making. Pecision maki'n"g must fbe'rat'_iona'i. But

attained without action The managers shnuld have a clear understandmg of alternati #

.by whlch a goal can be reached under exrstlng c:trcumstanees and llmltatlons :

The decisions taken do not guarantee always that they are right deeisi ns. Arthe same

-time the rational, inteiligent and systematic approach are more likely to be high qua! ity solutions/

decnslons and getting the most satisfactory or best solution. Stoner and Freeman had suﬂgested
'four ma_}or stages for a ratlonal model of deClSIOI‘I maklng They are’ '

. ; ' [
!) Invec.trgate the situation: In thlS state the pmblem has to be anounced angd defined. Aﬁer

-defining the problem, the objectives for decision” maklng has he speit out, Diagnosis of the-
- coutse has to. be made. ° : S , S

-2 Develop alternanves “The alternatwes whlch are Ilkely to solve the prob ems have to be
“identified. Tie managers with the:r expenenee knowledge and expostire can also look for
. creative alternatwes ' S o

" 3) Evaluate the alrerrnatives and 5elect the best one: Every alternative solution needs to be
"examined and evaluated. Tt is necessary to- examine each.one; , whether it is fea
give: satlsfactory solution. How does each alternatlve effect on the orgams

ible and does it
ipn‘._"Seiect the

best possnble and feasnble alternatwe

4 )'Impfemenr and m’onflar the decis ion: Once the altérnative is selected, there Js a need to:plan
thie implementation of this alternafive. The’ plans wilt help in proper and suecessful imple-

_ mentation. The implementation also needs to be rnomtored for pmnned |mp1ementat10n and
' successful resulls/outcome

&8 L =2 e - — I/} :
P - C— LLI b | - .- L. - '.
— ’ - ’ S b e .
. J|==osg| [283 | | 229 | e VS
s . . a5 | to<z |12 ;
i o oMo E-l_%n. ‘g-(pu.._ @
CEL | | =22 Z0z =
D8 Sgg | 2288 STEE
585 | | 222 | |EZL5)| (22963
| ' 282 | |QRET| jgz3EE
; v @ 7
Vo . — |« .Bo.z_o
v avY
. N V1 .
! ”
) VII
.FEED BALK

-.Flgure 3 Sequence of Steps in Dec:smn'Makmg




To develop the alternatives is very important and the staff may be associated in '
developing such alternatives. Even the “principle of Iinﬁting factor’ may be useful. This principle
is -'to identify and overcome the factors that are blocking in achieving the goals, the best
alternative course of action can be selected. Evaluation and selection of alternatives will contrib-
ute in achievement of goals. The quantitative and qualitative factors (both) have to be laken .
into consideration. Quantitative includes measurement in numerical terms and qualitative
includes the labour relations, rise of technological change etc. Even the concept of ‘marginal

analysis’ also can be applied. It is comparing the additional reveénues arising from additional
COStS. :

For selecting alternative the approache<; used are - a) experlence b) experlmentatmn
and ¢} reseaich and d]“ldIyS[S : :

‘Experimentation

1

Reliance on > How 1o select ' ' > Choice

the past - from among _ "~ made

alternatives?

Research
“and.
- analysis

-Figure-4: Bases for Selecting from among
Alternative Courses of Action

4.5.2 Problem Analysis
The need for decision making is to solve the probfems Thercfore, to make the decisions,

help in ldentlﬁcanon of alternatives and selection of right alternatives. T he fo]lowmg points
help to analyse the ptoblems
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Standard perfcn mance has to be compared with that of real performance There is a
need to know whether there is any deviation and if present, the deviation point needs to be
located. The manager has to look for the reasons or causes of the problem and also to examine
who get effected due to this deviation, ‘

i

The relevant causes that took place due to the causes of the problems neéd to be
analysed. As all the data and information is available due to all these steps, the necgssary
cory ectmns could be made or necessdly and appropriate d(.,C]SIOI‘lS may be made.

4. 5.; Problem Solving

Problem solving depends upon mal\mur right dec:smns Rwhl decisions or successful
decision making is not an easy job. That is the reason the managers are considered successful
only when they are quccessful as demsnon makers. The success of decision making depends
upoh '

a) Information availuble: The relevart, factual, complete and uptodate information is essential.
The source of information is also’ important.

b) Environment: The environment or under which conditions the decisions are taken, is very
importtant. Here environment includes pressure, emotion, time, people, etc. I there is pressure
or lack of time the decisions are ]ikc!y to be poor and get effected on problem 'sol'ving.

c) Planning: Proper planning is required to make the successful deCISlom to-enable to solve

the problem. Other people who are associated with the work may be involved in plannit 5and
decision making, :

" Problem Solv‘img Versus Decisiu‘n Making

It is a fact thal decision making is done to solve the problem. But is decision making
~ and, problem solving the same ? It is really an important aspect that has to be {ake1 into
consideration: : '

- George Huber had differentiated between prablem solving and decision making. in

this process as well as to assist and clarify the differéntiation the following work flow ¢ nart is

being drawin with five stages:

Problem finding (of) Identifying, Generating

determining the : defining and -alternative

existing problem diagnosing " solutions

(1) 2) (3)
~Implementing IEva]ua.tion and
the chosen choosing of
solution alternative
(5) "1 solution




- Huber had identifred the three following types of actions from the above work flow
chart: ' ' -

(a) Decision making: This induces the steps flom 2t0 4. In thls type only decisions are made
but the unplunentdtlon 18 nof considered as one of the jobs of managers. Therefore, the result , -
or outcome is not known o decision maker.

(b) Probiem solvimg: This involves the steps 2 to 5. which includes not only 1dent|f"ca11on 0[
problem but also to correct the problem by 1mplemu1tatmﬂ the course of action.

(¢} Choice making: This include only step 4. The backgaround work is doné*-'-‘by same one and
the dectsion makcr takes the decision on the basis of the information made available.

The manager’s role c;hou]d rot be elthel L]'IOICE mdl~. ror decision maker, but it should
be probiem solver. '

4.4.4 Types of Decisions

The decisions are categorised into different types on the basis of its coverage, impact
and intensity. They are. ' - ' '

ay Busic: This type OF([LL!QEL“? i @ unique decision. which will have a long term ef{‘wi and

which may need large investient - Any stight mistake in these ¢ decisions would seriousy effect

the w DII\lIIU ofthe OIU(H'!I‘\K:].UUH i /E : 5L|Lu.¥()u of cat 1I\)"Llli]” chde \'JI CIdSNI!!LdUOH \rJ]emc ar
location of a [thravy.

b} Sirategic: These decisions will have impact on basic oblu.‘uw::. and polluus These decisions
find out the best method or ways and eans in the changing situation. It may include the
decisions that are associated with productivity reor uclmsamw Ina library situation. to attract
More users. lhe activities like oral review pl ogrammes may be or uamscd

¢) Routine: These decisions are repetitive and needs little thoughi. These decisions need less
“thought and are based on procedures and policies oftha libr ary. l*g Issue of boaks renewal of
books, issue of a journal. '

d) Programmed: These decisions are made on the basis of either writtén or unwritten policies,
procedures or rules. The decisions are already indicated and made at the organisation fevel,
less frecdom is given to the manager. The manager nced not think for a long and are
uncompllcmed These arc also based on standard nrocedurces. Eb meu the salary 10 a new
employee, giving annuai increment to the staff. .
e) Non-progranuned. These decisions are to be taken to solve the unexpected and non- rouune
probleims.“These pmblcms may need special treatment and the manager has to analyse, use his

knowledge and experience in decision making. Judgement, creativity and rules shall alsohelp 1
decision maker.



A) Administrative decisions: The decisions concérned with ‘SULICILH’[]]U the persorne];
performance, workﬂou etc come undel this category. '

ORGANIZATIONAL - o NATURE OF NATURE OF

LEVELS - "~ PROBLEMS DECISIGN MAKING
& <=— Highest level i - . . Now
L " B
3 L b - Unstructured . . programmed
> \ ‘ decisions
& ;
& L
& N\, < Lowest .
_D N level Structured _t Programmed
' : ' decisions

' Fig".5 NATURE OF PROBLEMS AND DECISION MAKING IN THE ORGANIZATION

.

v

The decision taken may provnde varied resultb The results or outcome mal be

cateﬂorised as follows:

) _Certazm[y lhe managers have accurate information about the Uuutcome of various
' alter11atm=s under consideration. o

i) Risk: T.he'maliagcrs are aware of the possibility of a particular decision, which leads
to a desired outcome. ' '

1) " Uncertginity: The outcome of the decisions are unceftain ‘and litLle known. This is

- due to lack ofmformatlon and the prevailing conditions under which the decisions are

taken ’ -

4.6 LET US SU.M up

In this unit, meaning y and def'mtlon of leadershlp nad been discussed. The qualjties

-

diuracnm nsof 2 lea




Few mncept‘; related to the Ieddu ship had also been dtscusscd The tr'ul theow _
discusses the certain traits required, fora leader. Few researchcrs have ident: fied the traits ofa’
leader, but no leader has all these traits. Thereforc, this theory helps as a g,ndchne to ldentlfy _
the lua.del EERE P

On the basis of use of author lty th(. leadcrslnp styles have heen :dentlf'ed mto'
autocratic, democratic and’ free-rein. ' : ' o

Success of any organisation depends upon achieving the objectives. Therefore, the
. objectives at organisational level and individual level are identified by both managers and
subordinates. Individuals take respomlhlhty to achieve their objectives and in turn they help
to achieve the organisational objectives. This apploach to management is based on objectwes |
and therefore, it is known as MBO. ‘ o ' '

‘Decision making is a regular and routine activity. The decisions are taken at various
levels. These decisions are different tvpes “Fhe decision mftkmﬂr is also discussed | in detail.
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"5 1 INTRODUCTION

- ‘understand the concept of planmng

5.2' P,ILANN;ING

! _5;2._1_ D‘efinit_ien

- process ‘of management. It is-also a vital management function.” Further, it hel .
‘the people and resources. In srmple terms - itisan mstrument u‘;ed for. achlew 8! the decrred
.goa]s - L o - . .

' library and 1nf0rmat10n enwronment In the earller units of thls block we h ve dlscussed .

some of the

__/ )

conceptsftheorlcs and functlens ofmanagement wlnch w1|| prowdc you ackground to.

ehe b _:

As all other managertal functlens, such’ as, orgamsmg, stafﬁng, dlrectmg, coordr-

_nating; budgetmg, etc contribute. to the advancement of objectives; planning. loglcally pre-
- cedes all of them and hence is discussed in detail in this unit. . Detaiis include- need for
planning, definition, types steps and techniques. of planning.. Perhaps ‘the ke pOSltlon and
_ importance ,of this unit, can be better understood and appreciated: ‘When yob
- blocks, like Management of ]nformatlon Systems and: Financial-Resource and Human Re-
_ source Management and their respectwe units. Asnmlanty in the Planmng |ppr0ach vis-.
~ a-vis Systems Analysis and Design will be ewdent to you. I’ ‘other’ words;" the - toplc of '

study other

“Planning” discussed in this unit - would fac:lltate iR the understandmg of the concepts
dlscussed in the other blocks/unlts o by g - R '

_",.'.rlnc'),nth or few

current sntuatlon towarcls a future goal

Planmng is concerned essentially with- two aspects 1) settlng the. i _htmgoals and
11) choosmg the rlght means- for attaining those goals: These! two aspects: dre ‘vital:fo:the -
s to organise

Tt isa task or activity that is requ1red on-a contmuous bas:s for the' management of -
all orgamsatlons 1nclud1ng library and information” systems It is an ongoing' basic man-

‘agement activity that is shared in varying degrees by all - levels of management: It isa
s locomotwe that dri ves atrain of orgamsmg, leadmg and mntrollmg aetmtles (8 toner, i 992)

g

Essentlally, planmng is. concerned WIth the future It prowdes aclea idea of what

needs to be organised as well as - indicates the ‘sense, of direction: When-oe plans, one
- attempts to sketch out the uungs that will, might, or must: happen to. proceed from a given -
: pomt to a degired point. [n other words as Koontz el al (]980) put 1t

... Planning is decldmg in advance what to do how to do it; when o do it, and who
istodo it. Planning may also be said 10 bridge the gap from where we are to
where we want to go It contributes to the accompllshment of thlngs_

ev'ing“from'_a o



Although the exact: future can: seldom be predwted and factors beyoncl control
may interfere with the best-laid plans unless there is. planmng, events are left to
. ~.chance, planning is-anintellectually: demanding process; it lequrres the .conscious
" determination of courses of actlon and the: basmg of decrsrons on purpose knowledge _
. -and consrdered estimates”. : :

Taylor and Sparkes deﬁned planmng as an analytlcal processrnvolvmg four steps ay
Assessment of future, (b} Determination of desired objectives in the context of firture, (c) -
Development of alternative courses of action: to achieve such objectives, -and (d) Selection of
a course/courses of action from among these objectives. These steps contribute in takmg the
orgamsatron to desired state in a given period of time; by setting-itona predetermined course
- of action. This process is relevant even to LICs. It:is necessary to remember that planning is
. not only the most basic fiinction, but it is also a delicate, complicated, time-consuming
" rocess. It needs foresight;: knowledge in relevant fi eldsfsub_]eots and exposure to environment

and teohnology : :

' o P It T e meir el _-"_,‘

S Many hbrary professronals experrenee aeertaln resent-men__ at’the mtrusron of
psanmng on their traditional and more intuiitive .style . of management. To-those, it may be
said that “unless librarians are active and knowledgeable partners in the planning process,
they will cease to. be architects of:their.own. profession? (Penna,.1970). .On the other hand,

- -'Some ofthe experienced among the: professronals say that planning .approach is only a way
of writing - down intentions which enforces’ clarifica-tion of the mind and quantifying. mten—_ _
tions and makes one face reality better. The right answer to the question why we need -
plannmg in Lle‘?’ is:to. lmprove the. servlces to;the users.. PR :

Another feature that needs to be recognlsed is that planmng is an on-going process '

whlch is cyclic in;nature. To kéep the intentions. in:line-with changes in environment, one

- must con- stantly review the prevrous actions and ‘relate them to-the objectives, policies
and programmes, if necessary modify them accordingly. This constant recycling of initentions,
results -and new.intentions is.called-: -the -planning. .cycle.(Wilson ]978) ~and. the dlfferent

: eycles varym the- levels ofdatalnput and plannmg acnvlty ' R R UR TILRIRE

Plannmg also has been descrlbed as. nsk-takrng lt ls radical,in the most b'asie '
_sense of the term :  going back 1o lhe root- of the matter. The p]anmng group begms by

“defining the role of the library in its oommumty and the llbrary S goals objectives, .and - -

_strategies are rooted in this ‘decision... The planning process itself is |nev1tably polltlcal _
1nvolvmg as it does the welghmg of the neecls of various. 1nterest groups (Palmour:et al,.
1980). " ’ : R -

" But, for plannmg to be suceessful the el1mate within the library or system miust be
hospitable both from . the staff and clientele. Therefore, it is essential in planning that llbrary :
-and information science professmnals look forward to the future needs’ of their clientele’in
the context of changing environment in tnformatlon storage and retrleval It may be useful
to look into the advantages of planmng : - :

5 2. 2 Advantages of Plannmg
The advantages of planmng are obvrous It can be observed here that w1thout _

. -planning most libraries will remain poorly orgamsed and |Il equrpped to meet their objec-
' tlves of servrce to users. : :

~



.

yid g lﬁ*faclhtatese cofitreland: coordmatlon of hbrary act’lvlties!programs i

Planmng helps to dra ;1 f'r&%mmallyw
plan is capable of efficient, effectwe or enhanced use of ﬁnancml FeSOUrces.

coordmanon cooperatlon f" nanees - and manpower. "Someumay argue‘ that it is! possuble to“
develop a ]lbrary or mformatlon system eas;ly, but to do 80 w1thout plavmmg Ieads

ionals and’




ob]e‘ctlves 1n brtef ‘these »p]ans are«destghecl t@ meet orgamsatfon CE bi‘oad goals: »Strategnc

b Sitrategie) planmng has alsg; been dq_ ned-as; both an: mtelle&tual exercise and a -
. process that concentrates resources. in areas that anticipate the future;. Bryson defines
| “Strategic Planning as a disciplined effort to produce fundamental decisions and actions that
i T \ ah&pﬁral‘ld guiderwhat.an orgapisation:is; what-‘,-.does and. why:itdogs i 1 is said that the .
X strategic thinker contemplates the future, and determines;.and. implements those actions
that will bring the greatest return from avallablea_resources Keller has identified six features

" that d:stmgumh sirategic planning; from;systems analysls incremenitalism; ;managem“ent science,

long-range planning, etc — it is active than passive; it looks outwards rather than inward; it is
-competitivesit; foguses, on: decnsmnsil ather; than plans;;: goal «analys;e;s or-forecasts;’ it is
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Strategrc plannmg is conducted at. the, htghest levetsr of management an
exclusnvely to decisions:in:those levels:.. ]t usual]y covers a iarge -range period;; by
-times may cover only" a very short perrod In-terms of evaluatton results - of
s plannmg may | become evrdent only: a&er a number of years -

_ 5 3 2 Operatlonal Plannmg : P ;.:_:_':;; -

Operatronal plannmg also called tacttcal planmng and itis: concerned wnth

i relates
it some-

strategic .

trategieS' .o

! 'ta'rget

inforination servige,
techniques, matenals procedures strategic plans, rules; people, capital, and fac

B facilitate the flow of interrelated events ina patticulas function The emphasis at this
: on people - on gettmg things done through people ¢ Atherton 1977)

'-.‘.paratwely complete sets ‘of - programme assodiated wnth thie: ongomg adrnmlstratlon of ‘the
is; actually, the: lmktng of orgamsatlonal ‘components “— that s, -

Hd¢om-..

ifities to’
5 level is

At the, tact1ca]/0peratlonal Ievel knowledge is. needed about the pract1cal t.alskls','an'd :

 their effectlveness 80 as to be able to offer services.: The. various Itbrary operati
routme actmnes that fit in this. level are : R AU

'i) \ ."“In-theSelect'ion-procedure of 'a']i'lir'étjry"‘-' ERRE

- toselsct the approprlate documents s
to determme the trends in document usage

' 2} ;;In the acquts:tton procedure of a ltbrary

: ?_ o determme acqutsllron of books
- to caiculate the acqursntlon rates _

3) In t_he circuiation_‘act_ivity ofa library

e o ~:f‘ to determme the loan polley : :
' e to decrde the rules for mter—llbrary borrowmg

4) - In the storage and mamtenance functton of a Ilbrary
. E to dec]de the procedure for shelf readmg

- - to determine the-weeding procedilre.
= tostudy Ilbr_ary_ document losses .. .- - -

ons and




-~ In the inforlnation trensfer_and dissemmatlon unction -

- to determme user needs , :
- fer marketing and advertising l!brary servnees
- toassess the performanee of services e

6y !n the personnel management area of a hbrary | r i
_ -- to plan stafﬁng

-~ tomotivate personnel L

- to prowde training and in development of personnel;_ e

7) «In the ﬁnaneial .management of LICs

- forfesource allocation. -

In other worde,_tactical!op_er_ationa_l-'_planni'n'g_i_s'_rlon_e prin- . -

01pally from a functlonal point of view, whereas strateglc p]anmn g is done from a corpo- -
. rate’point of view (Louis & Seetnarama) -

54 PHASES / STEPS IN PLANNING

i

Plannmg, as ment:oned earller isa contmuous process wnh a'number of' steps. These
steps are repeated in subsequent steps. also While tlie steps may appear to be rigidly ordered
with po flexibility whatsoever, it may be pointed out that the suggested sequence is mot:
mandatory. But allthe steps are essential though the sequence may be changed to meet with
specific constraints, pOSSIblhlleS and requtrements of the specific library or informatior
centre concetned. The steps can be drscussed in relation to two phasés — Pre-plaani mg Phase
and Plannmg Phas¢ Proper ‘ : '

1.) P’re—p]anning Phase

s Pre planmng mformatlon collectlon = : .
- Assessing library needs and environment in wich the LIC is workmg
- Evaluatmg current llbrary servrces and resources -

2y P]annmg Phase Proper

- Determmmg the role of the LIC
- - Setting goals, objle,ctwes and prxorities
- . Developing and evaluating strategles
- *-Implementing sifhtegies :
e Momtorjng andtg,valuatmg progress

81
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5 4 1 Pre-Planmng Phase
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At the Pre- plannmg phasefit the»estabhsshm‘erﬁlof aleG 2it s, essentla] that 3

“feasibility study should be undertaken to’ examlne the techmcal v1ab1hty Some

to be cov~ered ina feasrblhty study drb 40 8

Potentlal cllentele' ;

*' Total information flow

o .Curr'éir‘i-ﬁeirtsrsﬁﬁ Ré‘s@‘urc’e%ﬂaﬁd Sewﬁces’f(iﬁap‘pheahlm) o3 ; o

(1) Study of Potentlal Cllentele S ERLe 3f1’1f‘5-“" AT e ot o

_ One of the most tmportant aspects ina feasrbi htyﬂétudyus t@!study the
needs of potentla] users of the LIC Thrs would mvolve coliectlon of mform

of the facets

s

{5
information
ation on the .
itantk - needs.

- Sucha study would facmtate decrsmn makmg in relatlon to the type of cellectlcn to be built )

: \14 ._.'

and the mformatlon serwces 10 be oeSIgned to meet w1th user s needs mdrvrdu-al]y and
5 4 b o

coil theTy o

In'_t.ttutmnal Ckaractenstrcs. o

F)Q )

rganlsatioﬁ n/pri h ald i i R f SWekd il

B "Statements answenng the qt ,suoﬁ h‘iaﬁ,/ be fonid i
' such as memorandum  of association, character ‘of 'né dﬁitit)

‘poljcy statement etc. :
) i‘i!rﬁ i i ;

sewed and of the organlsatlo;rﬁas a whole could;begm by acqulrlog background i

(the follow- '
5 ;Ji i «q' ko

d%dtim nts -

. [ iy
faEld s

) - What are the fields of actrvrty_and scope of each discernible ad

-_«g u\L{ R

hiw g 1

iy

'_Suchihfor’m ion 8 uéﬁéﬂ““i‘v
o and fun'ction'al c-harts. ' .
286 7 Sdru g

twity of the ‘

el m“son‘re “1htehtél?“H’b@ﬁm%hts,_“or'ganiséltional N

i

' 3} What lnformanon do they use. or need in ortler tn perform efflclently thelr .

: respectlve tasks ?

éte. “of potential users, .

| KT :Where do .tlre:y.'nowget the i_nl'orn_tﬁ_tion‘ o

< ete.

téW1bws qu estionnaires,

) ‘Such informz}tionm'ay have to be gathered throtig'h inte'r:-v:iews: q'ue'stionhai'res,




5) _Through. what channe_ls_an(f média do they now get the: information 7

lntormatlon onthe charme 8 ancl mpd_;a may. W\;g ;
* observation of information oW pattems stu(fy of or ganlsatlona] charts,
._f__l‘:llt!e‘_r\f [ wng and questhunalre SUFYEY.Q ef the poteutlagl IS o

: T G IR, e E
6y Isthe mfonnanon avallable adequate tune]y, Teliableand accessible at -
-
reasonable CQSt v 5 b Iserster o o aegy T

: ‘(Slggh_}}!}et‘o’x_gnatipn has to be obtained | yspr\;cy, throu interviews and

'}‘,';.ffjf',p,l LA ,‘:f" ! FE
guestionnalres..
sstngs lsnng L D dtide Sibe sobinsin 0

I's there : among the users an interest in or awareness of the v ue ofmformatlon
and.of an lnformation centre ?

o . » T ry
SR EATIRYGG ol i T PNYIH R i ”HH[)\)“;; RO elmnn .,; '

& Can lhc e:usnn mformatlou cenfr ;@ -befter.information
g i i % R S Y ] -
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serv:ueq or a new lL needed ?

TIS ISTAGEW AL SFRIRTD

Tis, of course..is th ‘;ta n ot fi an St
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: (B sleonib eiseue f:,' S0V
(b} User Groups: :

O Cpoitniesi o pl J”“?;i;-b“ fORERTOTHET 418 1eai :
The next step would be to ldentlfy more specifically the poténtial user groups. This

inav e done ¢ pi] 1, ihe basis 9 J,EE'JIE",WQM s qu(egtlon;}a,lms, study of prggnlsgttlgpal and fiinc- ..

nonal charts, ete. The type of questlons to which answers W|ll have to be found include:

hin m"imf tor grubasi w0l siamw e vah 8 16 e of sidslisys sk sisn QPR LLTS -

Can the user group be 1dent1ﬁed 7 Sgg,t;flfﬁlﬁ{sl@ﬁ visible, i homogeneous group‘?

oy mm‘?“&mEz;}‘r%@ﬁ t’as i%‘?m!ﬁ%&e !Rh%?ef ;, Tom, hs-mfwgﬁm servigesl )

R IaT
- _ How diverse is the information requ:remem of group with respect to

professnonal ob_;ectwes ﬁmctlons won,\h&a&w@&e?&pﬂ wglqu,rgynd
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- Subjects nd associard interests ., spesi & sublests,qr aljed subjects: au-
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=" Professional bodies in which the ser s smaﬁ_ber

- Techmca] perlodlca]s wh:ch uker’

15 recgwlngthrough ‘society
e membershlp,subscrtptlon etc S .

I R R RN

- *Typesof reportsfmte’rnal_and external/reee_ived by the user

"_"""I“y';i'es'df"repoifs‘ whlch tls_e'r is not reeei_'vihghilt W:cfrn:ld' '_ 1ke td'receive-

s Outsnie orgamsatlons w:th whrch user has academlc or professrona! contacts’

. Channels of commumcatlon between user and cher groups in the prganisation

Kmds of information materlals pre Jiser' periodicals, _"'port's?,"trade lit- "

: erature, newspapers ete. S e

- Types of mformatlon notrcesfservrces preferred by usér: Current awareness-fs_er-
vice, abstracts dlgests data, c :

i .ls. the user an -f‘information- gatekeeper” in the institution?

’l‘s "fhe”u__ser asderatéd 'With"a'i]y “\‘infdrm'a't'ibn’lgatfekéép'e"rii" ‘ n" tﬁe;lnstltutlon _L "j

- Apprommate time avallable to.user ina day or week for r_eadlng SC‘IBI]tlﬁc and‘
techmcal mformanon matenal : g )

In addition;. to the abOVe some ni'ore"';5i’nfo_'rm'a'tiiio'ﬁ Gould” BE" dscertained from.the
users. ’ T S S . A

(d) ‘":Met&ods ‘odervey an_d’ Study:

Some methods of collectmg mformatuon about the orgamsatron and about the mfor-
mation re:purement of the potentlal users are mentionéed beInw No. smgle method may pro- .
" videallthe necessary information ; ; therefore, several of the methods may have to be used and'
. __the findings synthesrzed SO as 10 get a more comp[ete plcture Séme of these methods are '

Study of the orgatiisational charts of the istitution™ %"

- 'Study of the -'f'u,'nctionsfactivi-ties_elfa'iits"'pf the i';r(fs,'ti':t'lf_iti(‘)nf"-__'i"":' e

- Study of the annual reports, plans and programmes, and ether lnternal docu- .
: ments of the mstltuttons :

- Survey'of potent_ial user's using appropriate quéstionnaire
- lntehviewing uéers, _tliat-_is'-:"

- Interviewing potential user directly . . =

84




ers, guldes etc)

) Intervrewmg subordmates of user (e g persons controlled taught gulded etc)

Intervrewmg persons of coordmate status/colleagues or user:

NERETTIES

Study of: papers books etc publrshed by users

Such studies have to be done. penodlcally o update the. mformatlon about’ userf o
- interests, institutional programmes, etc. There’ should ‘be a built-in-mechanism in the - mfor—"
mation’ system for this purposc. In'the context of user studies, Saraeewo and Wood (1981) g
have suggested thata plan should consrst of at least these ‘steps: X "

Sy Survey]ng the prewous studles and hterature in general and learmng about aIl
© . aspects ofuserstudles A B

e i

11) Determmmg the objectlves ofthe study o D : - e

' i'ii') Determmmg the varrables to be studled and the model to be followed

iv) Selectmg the sample of the populahon fo be stud|ed :

) ) Determmmg the method for collectlon of data of observatrons

vi) Deterrnining the method of anal};'fsis of data or observations\

vii) Determmmg the walys of presentatron and utrl:satlon of results 1ncludmg dls—
semlnatlon N :

At thrs Juncture itis pertlnent to mentton that while user studles factlltate a good '.
‘understanding - of -their- inforination needs, whlch are dynamic. Therefore a oontmuous

R _'process of updatmg becomes essentlal

u) Study of Total Informatlon Flow o _'

C

, lefUSIOIl or information transfer isa. process by which an innovation or new |dea
spreads among the members of a social system — it isa type of commUnlcatron process,
It is the spread of a new idea from its source-of- invention, creation, ‘or generation, to its -
* ultimate users or adopters, i.¢. to the destinations or recipients (Saracevic and Wood 1981). It
constitites an essential element in a feasibility study for the establishment of an IC as it not
' only throws light on the information transfef processes among the users of information but
also on the mformatron seekmg beha\nour of persons specral:t ing m the dlsc;lplme (s) con-
cerned S : : :

A study of the total mformatlon ﬂow should con51st oft -
) ldentlf cation of the pomts of generatron and utilisation. of mformatlon

i)y ldennﬁeanon of the sources/mformatlon transfer medla/ohannels— mternal .

85

Interv1ewmg of ; superv1sors of user (e g persons hlgher m the hlerarchy, teach-_ o
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SHEHH IRt I 1"; 1 )
_ Whlle -each of the teclmlque has: lts -advantages and limitations, ﬂow-chartmg seems
E to be pfeferreﬂ by fﬁaﬁy as*’ rt‘ offeréa basu% for th_ 'b’omp‘arféon of the present'ahd- proposed

F ot HIRRGY 2

'y o sby Qv aeustomer‘*s”ordera /aml obsenvmh the respouse to thc strmuhlswﬂ‘hﬁié
0% ;ﬁme'thodili ' u.rtzﬁb?le Fou ‘feasrbllrtvsmdy, *for rprchmmary J:system“ anhfy“lsﬁand_ ‘

‘action— preparatlon of purchase order de]wely of goods ete Tlns methocl
’3.157 su*ltalﬂe‘,fml émall scale appl rca'uoﬁerind ig mdepefndent of proced urés wnthm

. (d) Oh]ect~1nforlnatron methocl Concentrate on tlie?robjectsr :
trolled—products manufactured eustomels served, eic— bv certam SPE‘.CI'F c
1tems oflnformation ’ Vzaoiaeup ol v far

(e} Output- anatysis ' metﬁ’od--"Staﬁ;anaw:g'is:wi-m--tlfé-nhw’es;t'i gatiow ‘GF outputs, by
working backwards from the outputs to the inputs, one can unclerstand the

IS EYGEILI R o8 mforma tion Flaw strucmre of thie systen eonce‘med“‘ il
S . o

EAEG Bl
Whatever be the method adopted, one should cons:der the time factor —i.e., time of
occurrence of srgmf cant events in. inforaration’ fowss apartfroiit 1hé‘d1reetfoh-- “horizon- .
tal, vertical etc — of flow. Atthis stage. it'is needless to mention that a’ systemai:se study of
vihformation:tlow: wouchfvadlIrtateim‘«ahhnne—Imng rfdrshqemmatmg IHBhﬁfofmdtlo'n to the '
Jtarget&of m‘r’zhsanonrwhen tho:th becmﬁesiﬁrﬂy operaﬂonai rtg R 35;‘-@'” (ALt

iii) - Current Library Services-and Resourccs

¥ the ql,laﬂtlt)a‘ and: quﬂlfmy‘of mputeom:és‘ources USed for exampﬂe.,
ck: matertal ty

il CY-0 L-.thaf degree ztf) wh c,hcperformatgee ist adequate to the‘total rieed: .
PERFORMA’NCE ©'One approximationof this measur ithe propomon of isérs:ii _
usmg the library or I1C. :

£
i"m-




o applled to overall- system planmng and coordmated plannmg in: mdmdual Ilbra.rles in.the

 information collected: earlierat:the: pre< planning stage, For example, based on the'study of
' the potentlal chentele the study of total-information: flow, literature survey (checkhst of .

R ST S A S uZh Ll ¢ . He o botweell erfort and. per peTﬁﬁt—ranee, or examp &, Circia-..
P . tion per tltle held. " : -
. how and why a serwce or program works or does not 'rk iAn
;example of this measure is staff and user assessment of the
- strengths and weaknesses of the hbrary orlC. (,Suehman 196?) :

FRIRE

(Note L:brary stahsttes Responses to surveys Performance measures contnbute to .
the evaluatlon of éurrent IC performance) : : - s

PR T

*5 4-2. Plannmg Phase PI‘Oper R

o Tné planmng of. LICs one must be eareful not 10: have ambltlous programmes Wthl'l .
eannot be completed; : Therefore, it ‘becomes. necessary to make some decisions. regarding the
,\_seobe of'the plannihg, which; includes i issues to be.iricluded or excluded: from consideration
- anid -any constramts to.the planning- process. . T othier words; the dectsl(}n should be taken -
' regardmg the‘magn itude of the pianmng effort fea5|ble at) the part1cu|ar t1me and the bound-
o aries ofeffort to- be undertaken LR R e, i g !‘

S Further sehedulmgof data collectlon effort needs fo- be done ln thns eontext only'
that mueh data/information as neces-sary should be eollected since: too. much data is as bad

~ as too little. .Hence, it would. be helpful to keep the followmg quest1ons in mmd when
'des:gnmg any data collectioni: - e

o 'What are the questnonS"

- o

g thl th's avatlable data answer these questtons”

How the mformatlon 18" bemg used and what wrll be the effect of such mformaﬂon_
~on'the plannmg process ? : : :

el

; ;-Can we. collect and proeess aud us¢ the data ’? R

The plannmg proeess descrlbed in the succeedmg subsectlons can be suecessfully o
system _— S T S L

- 1) Determmmg the role of the LICs '. | | ‘

. The role‘cr pmpose of the Lle should be denved and be in eonformlty w:th the
; needs of the. m|ss|on/projeet The identification of the role wouild be greatly fapilitated by the

-mformatlon/ documentary sources), and survey of institutions fexperts in- the fi eld,, etc., it is
possible: todefive the general role or. ‘purpose of the'IC as well as the specific objectlves in

relation “to the” collection to be developed, the ‘information services -to be provided, the
manpower requnred and the general management of the LICs, Ini other words, the. statement

. in relatlon to the Tole: should serveas a broad gurdelme for the development and epe1 atlon of :
' the: LI‘“s B b i e e e .




The role of a LIC can be: “to provide for information needs
*  ofa given group of users ; .

* . in relation to their given problems;

with information from given subjects, or topics .

#* contained in given information sources ;

evaluated, prepared, and supplied in a way that is appropriate to that given
group of users ; and : -

* as accomplished under given cconomic constraints and other social, cultural,
and political requirements and values, ' '

For example, the role statement of a Public Library can be expressed as follows:
, % To make readily available to the grcate'st possible number of residents the
- ‘most wanted library materials of s!i the kinds, and to serve as a point of -

access for any needed information.

in formulating a role statement, depending on the situation, some of the following

“elements may be.considered for inclusion : a
* ', Access to services |
* Print and non—print_'colle-cﬁons
* , .

Service groups —current USETS, special sefvices to farget groups, the
underserved and unserved. -

i) Goals
in conltrast to the role statement which projects the dircetions in which the IC wiil '
move, goals represent the ends towards which it is striving offer the planning period. Goals

are not necessarily quantifiable statements. . On the other hand, ohjectives are specific
targets to be achieved during the planaing period, measurable steps teading to the goals.

iii)  Objectives
Objectives, on the other hand, are specific and include :
* . the desired outcome (e.g. to increase the number of persons registered)

% the'measurement of achievement (e.g: to 50% o total population)

% . the time frame {c.g.: by i 995').
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Where objectives are not quanuf'ab]e they may be stated -in terms of

: accompil hed

iv) Primritiés :

E

- Dge to several constrainis, no Hbrary or 1C can achieve all the goals ang
that the planning committee has identified. Hence, the next step would be to de

imporance of the goais/objectives and assigr prionties. This assignment of p

be done taking into cons:dermor‘ of severai factorq such ‘as needs and Objebtl\ff

“The prioritics: concerned can be identified as fc)]lowsz -

{a) Assign each objective as essential, imp_ortant,‘or. desirable
(b) Within each coﬁtmgency, ranking afl the objectivesin order of
' initkally sechon or department level and subseque'ntly organisat

V) Strategiés

Stratc,yec; are defined ¢ as actions 1o be taken to achieve the goals an
whiich are the desired ends. For this purpose, recxamination of the opcratlons an
undertaken followed by devising new ones, The different: strategies develop
pared for their effectiveness, refative cost, ‘and priorities given different objectiy
words, different course of actions forthe achtcvcment of the objectwes are col
the best is selected. : .

vi} Monitoring and Evaluating Progress

" Since planning is a continuing . process. mionitoring and evaluating

 watds achievement of goals becomes a necessary step. Then there is a need fo

~and updating g goals/objectives/prioritics and developmg new strategies. These
peated in successwe plannmﬂr LYCIGS :

.5.4.,3 Planning Process

. There are many factofs invalved in planning process. The major factorst
. the planning process are time, collection and analysis of data, levels of plann
enwronment etc, :

Time: F]1e plans can be categorised into two categones on the basis of
namely, Iong range and qhort—ranue terms. :

Dam The second factor useful in planning is data. The data needs to
‘and analysed to make available pertinent information for pianmng process Thr
be relevant to- actmtlcq opelatlons, staff and users. '

_ Levels of planning: Manafrers or superv150rs at all levels, i.e., upper
Jower levels need to mvolve n planning, which’ plowdes an advantagc of get
: p1nt of view. :
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Change: Fhe pidnmnu should be ﬂemb]e to meet the changma needs. Therefore .
the imerdnuc plam are UCHLI“l”V n,wewed and revised and per lodlCd“)

Env 'J‘onn‘ren'r annomnem of LICs is getting chan(‘rcd at a ['ac.l rate whcthcn ltls'_
“internal or extersial. The piaua must “be able to adopt the (,hmwmu env;romnenl suchi as
polmca! social, legal. psychological and physical changes. The change may cven be seen in
the attitudes of users, stafl and administration. The factors need to be considered in pldnﬂmﬂ
plOC(.bS and necessary techmqueq necd to be developed for plannmfr

Lverv programime is developed dlld e&ecuted by using certain techniques. Slll’lllali\f
certain techniques have been developed for planning process. Since planning involves est1~.'
-mation and forecasting of the requirements of the.different units of an 1C or system, toels
like standardisation, work study. time study, system analysis, etc would be useful in the

planning process. Some of thesc wouid be dealt with in detail in other units. '

5.5 MONITORING TECHNIQUES . = .

Before starting any project, it is essential to devise an adeguate plan for scheduling and
monitoring the various activities of the given sroject.- The minitoring techiques help in
identifying the bottienecks and even discoveringsirernate work-plan for the accomplishment -
of the pto;ect ' ' ' '

.

A momtoruw 1echmque is a time m.gonatcd pr rocedure on how allocated resOUICes are:
commlted to .luhlevmg the Ob]ibll\feb Thc tcc!.mmn, ilClpR us as a lTmdelme a tool or an aid.

The best leclmiques which are not a‘igid and-have the'proﬁsion for adj_usrments ‘as
future events becon'le knc‘awn. o SR ' ’

’ Tl!ex area numbEi of it‘,LhﬂI(iIiL‘ § associated W|‘[h mmlifm ing and controfling. SOI‘ls_ '
of them are ' ' ' ' ‘

()peratlons Reaearah (OR}

Managemcm Information Systems { MI8)
Management by Objectives {MBO)

- Network Analysis

Budrrerm u ( asa momtormn teuhmque)

W

inthis section \)0u will be quld\'f'ing'aboul the Operations Research (OR)and Network -
Analysis techniques. The other techniques, such as MBQ (1) nh—4} MJS; mt S)de Budegeting
(Unit-10) are dealt in detail in othu units of this course:

551 Opeé‘aﬁons Rcse:aréh (Of.R) |

Operations Research came into existence during the Would war [J, when the British *
and American military management called upen a group (\l wientists with diverse educational®
bacl\tfrmmda to apply a scientific appmad‘n to deal withs xud‘ieuc and taciici! piUb]t‘]"ﬁ& of
various military operallons Ihe on;u:lwe was 10 1'!0(;3& scarce, :cvomrc 5 in an effeuw“i



manner to various military operations. Thus the concept and name OR was derived from the
“research on {military) operations. After the world war the techniques. of OR have been u:.ed
for nou-military operations also.

Ackoifand Arnotf Churchiman defmed ”OR is the 'lpphcatlon of scientific methods,
teclmlques and tools to probiems involving the aperations of a system so as to provide those
in control oflhc, system w1th optimum solution o the pmhlcm ‘

“OR 15 a scientific dppl()d(.,]‘l to prablem. seiving. lts purpose is to assist managers in
choosing preferred course of dc,tmn from the avaitable alternatives.

The main characteristics of OR are.as 1’01Iow_5"‘

N

1 it provides inter-disciplinary team approach, involving mathematicians, statisticians,
economists. engineers, systems analysts, computers scientists. etc.

2 Tt privides a wholistig approach to the system

d

- [t provides methodological approach (ie.. formulation, testing and refinement) and uses
mathematical models and simulation methods in solving the probicms C

4 Ituses mathematical techniques, like linear programming, probability theory, queing theory
and network analysis. - : : :

-5 It adopts objective approach in an attempt to find the best optimal solution from the
available alternative courses of action to the problem under consideration.

Phases of OR
The scientific method in ()R study generally involves ihe lollowing phases :

Bl l"ormuidtmﬂ the plobiem

i) Constructiitg a mathematical model to represent the svﬁtun JlldLl stud\
i) Deriving a solution from the model o

iv) Testing the model and Lhe solution der wed from |t
v)  Establishing controib over the solution

vi) Putting the solution to work, i.e.. implementaion

The OR process involving all the above six steps can be shown diavramatically as below:
&, : = g .

| ‘ Formulation ‘ o : - 2{ Construction  of
of Problem - o ~ .71 Mathematical model
6 :'hﬁblemeﬁta’[ion | ' j 3 Deriving solution
and Feedback : : S from the model
T T

4 Testing the model -
' and solution

> | Establishing coritrol
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DR gud LICs

The application of Qperations RLSC&ICh came into llbraty and information he]d during
~the late 1960s and early 1970s. Later L1Cs have been started using OR through mathematical -
and statistical apptoachcs in-their-practical probiem solv:ng and decision making process. 1t
become possible. for libraries to makc more cxploratory sludles using OR techniques - in the'
computer ised 5}, stems.

" LICs can use OR in various activities:

i

Allocation of resources

- Policy making (policies relating to acquisition, loan, ILL, weeding, etc);
-~ Planning activitics (pla nning of resources, new. services, manpower, etc)

" - Information services (mal l\ermo of information services designing ol new services,
eli} .

- Establishing ofdalabase% subscnblng to online serwces

‘tlowever, there are certain difficulties in adopting OR tcchmquef; in LICs as it is
i« to express many activities in mathematical terms and use quantitative analysis.

5.2 Network Analysis

The class of OR techniques med for planmng schcdulm;: and controlling large and
complex proiects are often referred to as Network Analysis, Network analysis is considered
as one of the best techniques of monitoring project activitics.

The network planning methods work in the followmb way

"

_ First, the project is broken down into a series of small mdwldual tasks or actmlles
and then they are arranged in a logical sequence. 1t is. also decided.as to which tasks will be
petformed simulianecusty and which others. bequ\,ntlaﬂy._ The analyses help us to start and
complete the activitics as per plan ~and timeﬂsche&u'l.c.‘. A network diagram is constructed.

Secondly, the duration of each ectivity is'estimated. A crucial task for the technique
is then find those activities which are crifical. C mmd] activities are defined as those for which
the smallest defay in stasting o _completing them will defay completion of the whole project.
The critical activities detine a critical path through the network. Other activities are ,slac,k
T hcv can be delayed to some extent without deldvmo the whale pr(}lect

- Third attcmlon is conicentrated.on the crmcal activities. A rearrangement of resources
ml'ghl speed them up. '
The objectives of network ana]ySIS are

[) . Minimization of total project cost. '

23 - Minimization of total project duration

3) Trade-off betweeh time and cdst project

4 Mnnmmatmn of idle resources ’

53y To mimimize production de]ays interruption dl1d conflicts _

A wide range of industries and organisations use nelwork techmques. The techniques

are used in project management of construction project, manutacturing and assembly lines.
R&D work, repair and maintenance, ete. For example, in libraries and information centres;

. the technigue can be used in the construction of library bmidlngs library automation, dGVC‘lO]‘)m‘T
anew 1m‘0rmahon service, etc. : :
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. horizental ast it shiows time. work schedule, and work completed Along the vértic

There are a number of netwmk techmques whlch have bc,en developed ang
various oruanrsatlons Sdme of'the Well known techmques mclude

Lo

u_sed"_in o

-PE'RT' o "Programme E.valuatlon Rewew Techmque "
CPM _CntlcalPa’Lh Method - i _
PEP e Progiamme Evaluatlen Procedure _' o _— ‘.'_ 1o
GERT" Graphlcal Evaluation, Rewew Teehmque .
_ '. PC'S: R iject Contm] System TR

cne llbrarles and mformatlon centres PERT and CPM are the most eommonly used
- techniques, | e - D

. Gantt Chart 1- S T

-

nétWork

Prior to the deveiopment of PERTICPM the most populailon teehmque for prOj'eer

.schedulmg was the Bar or Gantf Chart +developed by chry L. “Gantt. The tech
developed for use in short—telm job planning. It i is effective in’ pl odu(‘tron operallon
i the hme to perform var mus actwrtres has been. weil establlshed

I

The G'mtt chan show*; a _graphic 1ep1esenlatlon of work ona time sca]c A

nique is
s, where -

ld:}.g the ...

al axisit - -

_ ~showsthe mﬁwduals and machines asswned to'theose schedu]ee Thetime schedule is subdivided. -

‘into approprlate units, ofhours, days, or perhaps even weeks A heavy hor lzontal line
‘in each row showing the amourit of time each person or'machine should. need-for a It

isdrawn .
articular "

- fask.” As the actual: work proceeds, a lr«rhtel liné is drawn next to the hcavy line 1o sh

“is being dCCO]TlphShE:d A vemml m'uker (alrow) nor mally indicates the eurrent dn
«example, we want io. prepale compuiter, prmted cataiogue in a library. Suppdse we .

~terminals for entry and two pr inters for printing the cards and the partmu]ar job-(no.
+ . schelduléd to be completed ona pdrtrcuia: date/day (Saturday, 161:]1) However, on
-as, mdrcated by the EIITGW ‘the job st not comp]ete and. was.in- fact two days be

schedute PR

wwh'u )
Ate. For.
se thlee

40)was_
hat date, -

hind the" -

/s | 12iste | qzs |aas 1S5 | s

Mon .. Tues | -Wed e Thl"lr .‘ _ :F-r_i_ BE Sat - -\'Stlj

Termmal # l

o T e“rmmai # 2

: Ter_rn_ina’ﬂ # ,3'_ :

| P'ri_trt.i;lj'g# 1 .

_ _Pﬁnfing #2 | T

Filing -

Inspection -

- G . | T F1g—2 Gantt Ch'art- ..




Gantt Charts are very helpﬁll where thcre is little or no 1elal ionship betwcen succe%sw
“activites or where the time to complete a task have been cstablished. Unfor tumlelysuuh ideal
“conditions do not a]wayb exist. Its inability to show the interrelationships.and mlcrdepcndence'

among the many activities is its maiti drawback to study the progress of the project. ‘Although. -
it is possible to le]aW the chart to show the interrelationships, but the confusion arises as the

‘size of the project increases. To overcome such lintitations PERT/CPM were proposed 1 the
Tate 1950s, ‘ :

' PERT/CPM

PERT was deve[oped by a reseaich team. wmkmg on Polans Missile Programme of
the US Navy. The objective of the team was to efficiently plan and produce the missile -
system. Since 1959 this technique has been used-in almost all types of large scale industries.

CPM was developed joiitly by E.1. Duponl Company and Remington Rand Univac
Division” The'aim behind the development was to have a better planning in controlling the

overfwdi and mamtenancc ofchcmical p]ants The method was made public.in {959 by Kelley -
HRNS !\Cr : -

The basic dlﬂ"etcnce between PERT and CPM lies in theit origin and deve]opmenl _
. Initally the PERT technique was applied to R&D projects whilc the CPM was used towards.
construction projects. Both of them share in common-the notion of a er itical path. The major
_ dlffelent,cs between PERT and CPM may be summflmed as below:.

B

PERT ' B N CPM
1. Eveni oriented- _ B 1. Activity oriented
" Probabiiistic in nature L L Delt.rmnustlc, in nature -
.Concerned with time 3. Concu nced with time and cost '
-Used for new projects 4, Uscd for repptltlve projects.

Steps uwulved in Appllcatmn of PFRT/CPM

_ The application of PERT/CPM in partlcu]d; network dnalyms methods in gemral
 have to go through the following steps: : '

Spet-1: Project planning and construction of the network
The various stages tnvolved during this step are: .
i} Indentlfymg various activitics or. Vvork elemetns involved:-in the plOJect

i)+ - Specifying the mter:eldtlonsh]p among various actlvmes or wo:k
© elements, and

iii) ~ Developing a network dlagram showms, the sequenhal mter—tclatlonshlps '
bctween the various actwmes s :

Step-2 Schedulin g

In this step, each of the tasks requlsed to be perfortmed is taken up 11115 is called
'Scheduhng of the iject' This uwolveq the fol[owmg activides: :

a5



1) Estimating the duration(s) of the aétiv’ities taking into consi'deration the resource
reqmred for their executlon in most economic manner.

ii) based on the time estlmates preparing a time chart- showmg the start and finish
~times for each activity, and hence calculation of total project duration by applying network
analysis techniques such as forward pass and floats calculation; indentifying critical path:”
' carrying out resource Smoothmo exercise, etc.

Step—S ijeu control

" This phase refers to evaluatmg actual progress against the plan If 'signiﬁcant
-differences are’ obscrved then rescheduling must be done to-update and revise the uncompleted
part of the pr0_|ect Reallocation of resources or remedial measures are also adopted.

Constructing the Network

As noted carhcr a network system involves mdnhiymg all the key activities,
sequencing these activities in a flow diagram and assigning time. duratlons Using these steps
a network may ba constructed. : :

“Anetwork isa graphlc plan of all actwntlcs and ev ents A hetwork diagram prescnts
the relatmnshlp between all the activities of a project. 1t consists of a certain configuration.of
arrows and nodes for showing the logical sequeance of activities to be performed te achleve
'prOJcct objectives. Time, cost and other resources are allocated to different activities. This
c¢an be illustrated through a sunpllf'_t;d two-path diagram.

-0~ oo

Fig-3: Simplified Two-Path PERT Diagriim

OO =020

(Weeks im_iica:ed by numbers along ihé paths) . . |

Fig-4: Four-path PERT Djagfam il_[us'trating the critical path\:; '

Source::S_tueart and Moran-(1987). Library Management. 3rd ed.
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1

in the above dlagram the numbered cm,leq are called events. An event is a definite
point in time at which some activity will be eompleted. The liness with arrows
connectingtheeventsillu strate activities or tasks that must be performed in.order for an event
to occur.Events do not occur until afl of the work included in the activities leading up to the
event have becn completed. The connected series of ElClWlthH and events from he,gmnmo
(1) to end (11) is called a parh.

The system for’planning and schedulmv work, often descrlbed as Critical Path Method
(CPM). It consists of enumerating the actwntles and events whose completion can be measured.

- Critical path is formed by critical activities. This critical path.is the longest path and
consumes maximum resources and maximum time. A critical path has zero float. The expecled
completion dates cannot be met, if even one critical activity is delayed. A critical path reveals
those activities which must be mamipulated by some means.or the other if the scheduled '
completmn dates are to be met.

CPM can be applied to library pr0|ects also. For examp!e thc Upenmg> > of a new brach -
library. The activities can be plotted to allow the librarian to determine the mode expeditious
route oF critical path. Times can be assigned to each activity say from the time the idea ofd
branch library s formulated unti! the building is ready for occupancy. This can be presented
in a two-path diagram. Times would be assighed for each activity (say. three weeks between
the events 4 and 5, while time between 6 and 7 may be one week). Tiis sugpests to the
librarian that either path 1,2.3.4.5.9.10.11 or path 1,2,3,6.7,8,10.11, can be taken. I time is of
the essece, the shorter route might be more desirable. Ilowcver it may not he frue in all
situatios in service-criented instituions like L}Cs. -

The major disadvantage of PERT/CPM s its ovem phasis.on time and almost complete
“lack of attention to cost. This has led to the development of PERT/COST. The PERT/COST
intraduces the cost factor into the process. In projects of complex nature with numersus

events involved, it becomes very expensive to establish a cost for each event,

5.6 LET US SUM UP

One of the best explanations of the process of planning is that it involves action
taken in the prcbent with regard to the Riture. It also involves a wns;derat:on of both ends
(outcomes in the future) and means (ways of brmﬂmg about those oulcomes) Other pUIIﬂS
made in the context of planning are: :

;'Plannmg is a continuous and dynamlo Process.

&
¥ PEanmng involves coordination— as it involves a muitiphcnty of decisions, -
brmgmg together a number of disparate elements. '
* Planning process prowdes management with a tool to-combat inertia anci re-
place reaction WIth a forward thinking, pro-active approach
S Planning takes time and effort and is used to reduce um,ertamty and increase -
conformlty
- Planning is of great importance ai a time of change. A% a matier of fact, plan-
© ning mwntab[y means change. ' :
* Planning is risk taking.
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b Prentlce-Hall oﬂndlm 1995,

- In conclusion, it may be said that planning is the dynamic"process-'t}f_committing o
- resources systematically and with the -best possible knowledge of the future ;'of organising

syqtemamal]y the effort needed to utilise thesc resources ; and of ‘measuring the results of
pl.‘:mnmtT decmom agamst expectatlons through systematlc feedback.
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S 8 MODEL EXAMINATION QUESTIONS

o 1 CESSAY QUESTIONS

'S

f o1y Dtscuss n detallthe concept of“PIanmng

2y 'What are the advantages of Planmng, spemf" cally in the context of llbrartes and-'
_ 1nformatlon centres. . . _, S

3). '_ Describe a conceptual model for plannmg Illustrate your answer wnth a ﬂgure .
4) * Define the term “Strateglc Plannmg and enumerate the sub- processes involved.,

5). Brreﬂy descnbe the steps mvo]ved in: plannmg of Ilbrarles and mforrnat:on cen-"'-
" tres.

| IL SHORTNOTES -
. .2} Tactical planning -
- b) . Levels of planning'

). Total inforrnatjon Flow

.‘9_9, E






.BLOCK 11 SYSTEMS STUDY

_ In the previous Block you have stud:ed about the prmcmles and theones of managcment

- and also the nature and functions of management. The present Block introdiices you the systems
~ study: It is basically concerned with- systems anaiy51s and desngn and its apphcatlon to hbrary
© and mform ation centres. : S

'There are three units in this Block dealing with systems analysis and design, evaluation
~ of information systems and services and management information systems '

Un1t-6 deals W|th Systems Anaiysns and De51 gn Systems analy51s helps in loglcal analysls
of a problem and the design of system to correct any of the inefficiencies. It is a conceptual
strategy for problem solving and decision making. Systems analysis can be profitably applied -
to various aspects of library and information centre management, Ilke formulation of objectwes
labmrv dutomanon book orderlng, mterllbrary loan elc. -

Umt-7 discusses another aspect of systems study, i.e. the techmques ancl methods of
Evaluatmg Infoymation Systems and Services. Tt includes the details such as framework for

~ evaluation, evaluation measures and their applicability. Evaluation of informatjoi systems - '

and services.is necessary, if LICs to function efficiently and effectively as infermation prowders
Itisa pOWBllel tool to’ lmprove the ef’ﬁmency of the libraries. :

_ Umt—B deals Wlth Management [nformatnon Systems (MIS). MIS isan mtegrated system
for prowdmg information to support plannmg,, conirol and operations of an organisation. It

helps the managers to enable them to make timely and effective decislons Now-a-days it 1s: .

‘used’ excluswely for computerlsed 1nformatlon systems






UNIT-6:  SYSTEMS ANALYSIS
. Structure o | - N R

6.0  Aims and Objectives
6.1 Infroduction _ '
6.2 + Systems Analysis ~ Need, Mcaning and Definitions
62.1 Need C _ ’
622 Meaning ' R
6.2.3 Definitions

6.3  Methodology of S}-’stelﬁs Study N
631 System Study ~ Points for Consideration
6:3.2  Steps in a Systems Study. - B

0.4 Sysiems Analysis
641 Analysis Phase
6.4.2» - Evaluation Phasc.
643 Desigr Phasc
644 Svstem Insiallation -
- 635 System Follow-up

6.5 Limitations of Systems Analysis

6.6 Application of Systems Analysis _

6.7 Application of Systems Analysis in the Management of LIS
6.3.1-  Formulation of Library Objectives :
632 Library Management and Systems Analvsis

633 Role of Systems Analysis in Lib. Automation

6.3.4  Book Ordering Svstem : -
6.3.5 Inter Library Lending System

6.8 Aslib Survey

6.9  Let Us Sum Up _ O
6.10 References and Recommended Books
6.11 "Assignment . '
6.12 Model Examination Questions

6.0 AIMS AND OBJECTIVES

The aim of the unit is to provide an overview of Systems Analysis with special cmphasis
on the methodology along with its strengths and limitations as a management technique.

~ After studving the unit, you should be:_uh]c to

‘get an overview of Systems Analysis : _
get an msight into the methodology involved in System Analysis
identify the aréas of application of Systems Analysis

~apply systems ﬁn‘alysis in the management of LIS.
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: 6 1 INTRODUCTION

: In thlS unrt, you are belng mtroduced to the concept of System Analysrs in the context .-
of library and information systems and services. While in the carlier block; the thepries of -
' managemerrt and the factors and techniques- of the plannlng process were discussed, this block o
- concerns itself with Systems Analysis and its apphcatron to management of 1nfcrmat10n ;yste’ms' K
" and servrces 1nc1ud1ng evaluatron and rnanagement mformatlon systems Sf

It is- common knowledge that many orgamsatrons resorted to seme technrque‘s/ =
: methodology or the other for the purpose of i improving, thelr efficiency” and eﬁ'ectlveness.' It
" “was during the 18th and 19th centuries that such econoiists as' Adam Smithiand G Marshall <
- bBecame'the pioneers of principles of Organisation and Management thought. - Subsequently,
~'during World War II, Operations Research (O R) came into existence, thanks to a fteam-of
- experts-Mathematlclans Physicists, Statisticians, ‘Engincers; etc. - Not satlsﬁed with O R, "
Economistslike Charles Hitch and E.S. Quade of the Rand corporation. became pioncarsinthe
. development of the management technique “Systems Analysis” (= SA) to enable the matiager '
'to fulﬁl his role in the organlsatlon efficiently and effectwely : o

In the later sectlons of the unit you wﬂl be’ prowded with the detarls on the appllcation
. of Systems ‘Analysis to ibraries and inferination centres. Afew applications ¢ of System Analysis .
~ have been -described here to illustrate its utility. - While in the ear11e1 block, the thgories of .~
management znd the factors’ and techmques of the planning. process were discussed, 1th5 block -
- concerns itself with system Analysrs and its application to- management of libraries and
_ mformatlon centres 1ncludmg their eva]uatlon and Management Infonnatlon Systeth. -

62 SYSTEMS' ANALY'Srs.'- NEED, MEANING AN,D_'DEFQINI_TIONS'.' :

——

6.2.1 Need for Systems Analysns :

The dlfﬁcultles encountered ina lrbrary and 1nforrnat10n en\nronment was 1a1 gely" due
1o the followmg ' - : SRR

* o Increased Quantrty and sophlstlcatlon of the demand of tlle users (dne to snrging .
" enrollments, teaching . mcthods, -etc) 111terdlsc1pln1ary “research, spemahsation; o
features of the World of Infonnatron ete R . -

: ko ".Lackoffunds -
BN 'L Increase in 1nter—institutional 'coope'ration s
..‘ L Shortage of professronals etc.

" Thess nccess1tated the re- exammatron of 11brar1es and mformation centres This calle_df _
for a techmiques which combined the good points of Organisation and, Management (O&M),
Operatrons Research (OR) and the result was the technlque of Systcrns Analy51s (S Ay

J'.. .




622 Meamng of the Terms

. In attemptmg to dlscuss the top1c of Systems Analysm 1t would be helpful to prov1de o
deﬁmt:lons of terms - Systems and Analysus

A Systun may be deﬁned as

S 'Orgamsed or’ complex Whole an assemblage or combmatlon of thmgs or pans :
fom:ung a comp;ex or unitary whole '

‘ Assemblage of objects umted by some form of regular 111teraot1on and
'_ -_mterdependence o '

A group of parts or components or elements mterlmked together in some fash1on '
" in order to achleve some-objective. :

For example; _onc is all too familiar with-the_ digestive system, circulatory system,

respiratory system, etc. each having their own objectives, Further, they also have oo1im1onality -

among all these: systems 1.e. some kind of linkage of variouis components or parts to make a
whole body with a view to “achieve some objective. Thus, the systems concept or viewpoint is
B the smtple recognition that any organization is a system made of segments, cach of which has
- its own goals. In the context of library systems we come across. acquisition sub-systems,
technical processing sub-system, circulation and maintenance sub-systems, information .

disseminationt sub-system, ctc. All the sub—systems are inter-linked, mcluding operations.
Each of thése library subsystems has their’ own objective and at the same time they join together o

' to achieve the objectives of a large system, §. e 11brar3 Further the characterlsncs of momtormg
. acd feedback are ‘inherent in a system.

Analyms is a. ngorously controllcd mqulry lnto the e)-nstlng condlnons Anaiys:s
therefore, implies that the system is brokern dowr into its functional parts in'the first instance;
the functioning of each system 1s studied in detail; and if found neoessary a new- synthesm 1S
_ .attempted such that the system functmns better - :

- 6. 2 3 Deﬁmtlons
Havmg noted thc mednings of the two terms Svstem and Analysis, we are.now ma )
posmon to attempt a deﬁm'oon of Systems Analvs1s It may | bc deﬁned as . o

¥ The orgamscd smenﬂﬁc studv a.ccomphshed by brt'tkmg down the d]ffert‘nt E
~~ components of an assembly and -its: subscquent synthesis into a unificd whole -
. with a view to achl_evmg the tasks, goals and objectives of the assembly.
o TheSSJS'tc\.mtttic and logicttLanttlysi_s of a problem and the desigll'of a system to
‘corzect any of the incffi eieneies Or EITors whi_ch exist in the current opera tions. .

. "A conceptual strate}ay for problem solvmg

* . The fogical analysis of the present sy stems: evaluanon of the cff iciency, economy N
accuracy, productivity and timeliness 6f existing methiods and procedures against -

established “goals of the library; and th¢ design of new 111ethodsr’procedures or - -

- modification of existing methods/proccdurcs to improve flow of mform"ttlon
o .through the svstem‘: : : -
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e Thus, Syst'e'ms Analysis is concermed with s’ystcmaticaliy‘ analysing a total system n its
' context, and in identifying and describing the interrelatedness of all the component parts or
operations of the overall system. [t attempts to measure not the cffoctiveness of a singls
operation ‘or a narrowlv focused set of operations, but the system as a whole relative to the
stated object]ves and restraiits of the present orgamsatlon \

It represents a'way of looking at and 'ana]ysing complcx organisations, and describing
them m essentially quantitative terms. Its first objective is to éncompas's the total system of
operations, from managcment stated 0b1ectlvcs and the resources (personal, ‘material, ctc.)
available to achieve objectives, to the enwronment in which the system exists. Then it turns

“its attention to relating (but not eva]mtmg) objcctwes and results, [t docs this initially in

" quantitative terms (¢.g., the unit cost of cataloguing a book, the time lapse between placing an

~order and receiving a book) and then consults with the management to determine system
efficiency and effectiveness. The evaluative aspect of this effort is a shared responsi_bility of

the techmcally oriented system analyst and management and produ ces a qualitative évaluation

of the system being considered. ' ‘ '

6.2.4 Systems Ana-l_ys'is as Discipline

System Analysié, therefore, is. not simply a dollection of techniques but rather is a
discipline which is presently attempting to synthesize previous theories and branches of -
management s¢ience ko a new _disc:iplinc and what direction it will take is still ambiguous_

On the other hand, an cperational definition that prowdc,s insight into c,lc, ents of th(,
Conccptuai strategv characterizes systems anuh sss as ...” mquiry to assist decision makers in-
cnoosmg pieferrcd futire courses of detion by ' '

iy s wmancaih examining a.nd rc,-t:,\'lmlmng the relevant ob]ectwes and the altcmatwe’
- policies £nd strategies for achmvmg them; and

(i) comparing quani,;tam ely “mru possible the ucmom;c cost, Lﬁcctlvcne s {(bencfits),
and risks of the "Litui'ﬁatll res” (Fisher, ]971} ' :

‘Systematiual’ 1'1ﬁplies that the brocudure 18- planmd and scquenced before it is executed;
CAlternative” presupposes the L\lSthbE of objectives or a problem for which more than oné
course of action or solution i IS5 possible; Qumtltatwulv c:\pru,sscs a focus of System Analysis
~ on varidbles whose units of measure are inhorently numeric or convurtlble to nymerics; ‘the
- pmwsmn when possible’ mdlcatus that such variables are desiderata but may ot occur in

some situations. | Efﬁ,ctlvengs_s relates to the discovery of the best or most promising solution
to the problem. R N n \[ .

.. Commenting on the various terms associated with Systems Analysis, Quade remarks .

that “all convey the same meaning... What is iniportant, therefore, ‘aré the characteristics they

_have in common. These include an cffort to make comparisons systematically in quantltatlw
terms, using a logu,a,] bequuwt of stc,ps that can bt: retraced and verified bv othefs”
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6 3 METHODOLOGY OF SYSTEMS STUDY

A full—scale formal systems study wﬂl mvolve a vanet} of personnel the 11umber and

type of whlch changes as the effort progresses.- The. actual work in'a systems effort is normally'
‘done by a.group of five or six specialists organrsed as a pr0|ect team, headed by a. project .

. leader directly responsfble to-the top. management. Members of the team are sclected on the ~ - -

hasrs of anticipated needs of the pmject If the object of the project is to explore the possibility
" .of rising computers in catalogning,’ for example the team Would be made up of catalogumg
hbrarlans analysts and -computer programmers ’

6 3. 1 Pomts for cons:deratlon for a Systems Study
In the context ofa Systems Study some of the pomts/factors to be consrdered are

; _ ! @ Deﬁnmg the study problems—general deﬁmtlon of the problems to be studled
.~ and 1dent1ﬁcatron and descnptlon of spemﬁc problems mvolw.,d ' ‘

-\-(.b)J . Deﬁmtlon of hbrary 8 overall goals

- (©). "‘Scope of the study — — areas and aotlvltu,s tobe studled prlorlties 1f any; -
definition and illustration of ‘any limits" of restrictions, to be placed on the -

- development of the system, Type of sysiem (manual or computer-based) wanted;

. number and proportional distribution of personnel tobein the System; and tolerable_ .

' umt or total costs of operatlons of the system - : :

.;. (d) _'?__Methods and Teehmques to. he used for obtammg and recordmg necessary \.

information — Sa-mphng teChmqueS Survey forms, Format of Reports etc. .

| (e) - Work and Tlme sohedule — Man—days Type of skrlls needed for each asmgnment -
IR Responsrbrlrtres of each person Target dates for ihterin reportrn,g and. completlon "

.(f)' ' Announcement of Study Plan o Staff and Users — réasons for study, goals for_
: ‘.study benefits expected and sohc1tation of co-opcratlon from staff Lo

'('g)' - Staff Trammg Programme 1f requu’ed
6 3 2 Steps ina Systems Study
‘ A Systems Study which may be cquated to the phrase Let’s be- organised helps to
increase efficiency and productmtv of the hbrary It consists -of . the fol]owmg procedural
components ' : : . - . ,
| _(1) Proble:m 1dent1ﬁcat10n deﬁmtron and descrrptron m a system context o
(a) Overall system objectlves -5':-\ L T .
'(b) Outcomes desired of the problem solutron

. {c) 'Performance indicators, expressed quantltatlvety When posslble by whrch
o achlevement of outcomes can be aseertamed s L :

S

107 -



(5) .
)

!

8

L ©)

'6.3;3"Phases in SystemS Study

Formulation of altcrnativc courses of action’

(a) Estimation of advantages and '_diszid'vémtages of zach alternativ

“Collection and analysis of data on promising alternatives.

Speclﬁcatlon of inputs or resources pnonues and co nstramt:, on possible courses

of action (1 c. pioblem solutions}

143

(b) Rejection of less feasible or desirable altcrnatiifes

Selection and implementation of the best possible alternative:
Performance monitoring, measurcnent, and ¢valuation
Correction or modification of the implementation as needed

Performance monitoring, measurement and re-evaluation.

- Another a,pprmch to S\ stems: Stud\« consists broadly of thrqc interdependent phases:

(1) ANALYSIS PHASE --- Whl(,h 111c1udes four survéys: Survw of chulrcmcnts

Sorvey of Current Operatmg Conditions, Survey of
. Outputs, and Survc\_f of Inputs.

(ii) EVALUATION PHASE -- w hlch is a det'u]ed examination of current procedures

“with respect to their adequacy to nnplemenr the mission

of the sy stem.

(ii1) DESIGN PHASE --- which is action taken by vahdation of the existing system, by

6.3.4 Systems Analysis and Problem Solving -

modiftcation -of it or by substitution of a newly designed
system to satisty the dernands being placed on the system. .

The d851g11 phasc 18 followed by System Inst'lllatlon and Follow-up action if and when
needed. : B

Lo

Systems Analysis may also be considered as a formal approach to. problem solving or
decision - making and consists of a step-by-step procedare in which objcctives are explicitly

function neatly follows another, The figurc below shows a logical sequence
Functions 1-5 should be performed in several ¢ycles, each time more thoroughly.
Generates Solution and Function 5 Select Solution, interact heavily.

specified, present situation is clearly described, and available alternatives are systematically
explored and then cvaluated with respect to objectives. Tt is not a linear proCc:ZEm which one

‘Function 4
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I DELINEATE THE SYSTEM ‘

— _ -—> {Establish its boun'd.m'ies) _ _ o i ' T
l ' T | |
| \l/ . . JZ : . ——
| . 2. DEFINE OBIECTIVES - : : : ;
i | 2a. State Overali objectives 1 3. DETERMINE CURRENT STATUS |
‘- 2b. Translate into specific L1 AND CONSTRAINTS T
i i (sp_g;ii"y ohjectives} _ - Study the system environment.
- b - Swure criteria ifor B - I delermine constraints:phiysical. financial. .
SYSTEM . Selecting alternatives : : ! time, policy - Audit current statos : How |
ANALYSIS : Performance, Benefils. Costs are things dong now? {systems analysis !

o
(Formulate ~Timing; Risk. Policy trelative) . ‘ in the most limited sense)

Cproblemy [ %I' B - J o o - . I
i
l
|
i
I
i

\ v

' 4. GENERATE POSSIBLE SOLUTIONS

3. SELECT SOLUTION

| - Check solutions with respect (0 constraints

L & elimimiate infeasible solutions (not compatible with constraints).
= T T Beldlile the remuining feasible solutions with respect to the
sclection criteria & select the best solution generated so far. Write
repart on design of SYSTEm. ' :

L s

SYSTEM DESIGN
{Blue print for
problent solution)

A

f. z‘"_\SSI:iMHLli fConsiauet or agguire)

SYSTEM “Sysiem rules & spoctficutions. THST.
IMPLEMENTATION ‘
N
SYSTEM'-()PERAT]ON 1. [NSTAL[ “THE SYSTEM (]’e::plc__ muchines. data)
8. OPERATE THE SYSTEM
FEEDBACK 9. EVALUATE AND MAINTAIN THE SYSTEM
' C - Continually compare resulls with objectives.
SYSTEM - - Control quality. (this produces feedback for any of the
MAINTENANCE Previous seps). ‘
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6.4 SYSTEMS ANALYSIS

As identified in the previgus sections, systems study miainly consists of three phases
namely. analysis, evaluation and design besides systems mstalhtmn and foliow-up. Tn this’
_ secuon vou will stud) theny'in detzul about each plnses

6.4,1 A-nalysis'Phas'e

In this phase, the analyst should acquire a comp}ete undcrstandmg of the system and its
components inputs, outputs and existing conditions; and determine the interactions and inter-
relations existing between the system under investigation and all other systerns that place
demands on it.

‘In other words, the quéétions to be asked are: What is required of the system? And what -
must it do to smsfy the demands and needs of users? in order to ﬁnd answers to these qucstlons- .
it-becomes 1mpe,rat1ve to undertake four SUrveys: '

* S'.urvey of requirémcnts '

CO Survey q_f current operétionéfobérﬁting cc_mdiﬁons- _-'.
¥ Eiﬁnré)f of outputs

£ E;I.._IYIVCI}’ of illyputs '

a) - Survey of Requirements Y | v

Though th(, terms dumands and reqmrc,mc,ntb are usod synonymousl} there'is a
difference in the meaning of these terms. . Action taken translaies a d(,mand into a requircment
1 €. d(,mand placcs a requirement on thc, system.

For cxample‘ -

Demand:  To provlde user with an accurate and current catalogue of the: hbr'try s sérials
holdmg ficcessary for thc LSELS- :

R

: Requzrement Serials systcm requires rccords that can be manipulated in various ways to
satisfy multlple dcmands

Intemaf ~ :
Reqmremem Prompt claim of issucs on a'd=*_.re schc,dule PTECESe controf of renewals of
_ RubSCI‘lp‘tIOHS when due, mlproved accuracy and spc,u:l in the chedk-in of issues.

For the purposu of conductmg the survey, a w ork shu.,t should be designed and it should.

" include description of a) réquirement, b} decisions to be taken for the requiremient, ¢} actmns
to be taken for the dCClSlOllS and d) functlons to be perfor;mcl for the requirements,



" b) Survey of Current Operations 3 E B

The remaining three surveys - - of Current Opcrations, Outputs and: Inputs- - though
trcated separately can be performed concurrently. In the survey of ciirrent operations; every
ilem about the system is closely scrutinised - - its requirements, equipment, personnel,
procedures and their applicability to stated outputs, effect of other systems and functions of
~ the library upon the systems procedure. flow of work through the system. etc. Obviously, for
this close scratiny. detatled work shects necd to be prepared. '

5 .

For oxample:

Equipment Survey: dctails include brief description of the system and its ‘major .
activities; primary requircment of the systen: nanual of procedures if available; equipment
used presently and to be replaced; other equipment available both in and outside the library;
location; special features, if any; percentage use: age and condition: anthorisation and procedure
required for use of equipment n and outside the library ctc.

Personal Survey: details on staff positions: Job level or classification and grade of
cach position; special skills required: name of person in the position, noting vacancies and
additional personnel not reflected in the organisation chart: actual job level of person; special
skills possessed by the persons; accuracy and uptodateness of job-descriptions. '

System Component Survey: of cach major aétivity or sub-system in work-step sequence
E ﬁlrﬁishin_g- a complete picture of the flow of work through the whole system consisting of its
.several sub-systems. In relation o cach component. the methods/ procedures/ operations,

fimctions/ decisions/ actions involved. brief deseription and the standard work rate need tc be - -

given.
dn this context, the t
“cone objectively af prosent and
anaivst 18 not to suggest changs

e Burvey of In

1t ts pertinent to imention ar this juncture that ‘a demand places a requirement {i.z.’
- performance of a task) on the systemt. which tequires an input for the generation of the desired
outpat (i.c. results that follow after the performance of the task). Here, by input is meant
information that is a matter of record within a system and output is information transmitted -
from the system. However, an cutput may become the input for a subscquent performance of
atask. The idea in this survey is that the input - output chain should be followed through the
system to its destination. In the context of inputs / outputs — the type the sources, the content
and form need to be identified. - T

' Appropriate worksheets for inputs and outputs need to be dest gned for usc in the Surveys.
" The outcome of these surveys should be that the analyst gets a general overview of the system,
_revealing the work flow. the interrelationships among sub-systems, duplication of &fforts’in
 preparing, 111511'11t'aining and supplytng the systems outputs and revealing uses and distribution
of reports that may be unnecessary and can be questioncd by the analyst in the light of the
fairly Comp]ete picture of the svstem he has developed through the summary work sheets -

111
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6.4.2 Evaluation Phase

Based on the information collected in the prévious phase, the' anhlyst evaluates the
systein to determine how cost efficient and cost effective, to what extent present system meets
' the requirements of the operations: Subsequently he makes' recommendations— revision, -
- elimihation, maintenance, and modification of existing methods, etc.— based on, specific -
. determinants, These may pertain to requirements; that are germanc to successful managemient
of the systein, inputs/outputs, pqrsoﬁﬁel (size and capabilities. additions needed, reassignment

of jobs ‘fitting. levels of competeney), équipment, {repair, reﬁlacement. or. -acquisition of new e

_ and ‘modern” equipments) etc. In this context, the tools used by the -qﬁ*alyst inchude ‘goals-

~ enunciated in the-planning stage, existing procedural manuals; worksheets prepared for inputs/ -

"~ outputs. The recommendations ate made in-the form of a report for the benefit of the -, -
‘management. = . . o - S e A o

6;4_.3-Desig-ﬁ Phase
_ fhdesigrﬁng A new .system, the same data used in pre}parmg"the' e\}aliia,:[ioll repbrt of the
existing syStem arc used in the design phase that culminates the systems study. Thus; the
report is the starting point or basis for design, as the analyst, by now is familiar with the
strengths, weaknesses, opportunitics and threats to the existing systefit.  ~ S
The stép___s involved in the dcsigri:phase-‘aré_:_ o
N 'Revie‘wQ_f the programs aud their goals ).

o --]’Eiéononiic feasibility of unit costs of ;éxisﬁng' system - -

3y Veriﬁéatibil_-a_hd Validation of requirements ;
4 Sﬁédiﬁcaﬁons’ of inputs / outputs - T T
o 5) . quﬁuﬂation of objectives of new dééig_n’ T

. 6) * 'Designing of procedures for achieving objectives — pfovi?sibn_of details, flow ~
~charts, procedures, ctc. ' T R

- .7) . Dels_ig;ﬁ.ing‘ of prihtéd fgﬁﬁs’,. ‘ -
_ 8) Final -Stepé-‘il?..,dés{igg e
_-I Pr_eﬁare’ a how.'cha,r‘t_‘.of t_he_h'e'w'sys':telﬁ n spfﬁcien‘f_ detml '
.j'- Estimate the cost ofmstallmg the héw. systcmand 1ts ﬁée;atiﬁg ,'cos.'t.-. .'
- Compasison of the old cost of the-system with that of e nowv. .
-;" | - De.tc;r_r.niner-- illllé' sfafﬁﬁg.._‘re_q'}_l:ir_elﬁeﬁ:t's:._(;f:_.il:llie néwi.'rsys'tcl:hﬂ | |
L P.re.paration. of asummarvreport for. hbrar)manage meﬁtf_duﬂiﬁi;'njg the _fc;atﬁréﬁ
of the pew system. R S L S
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. Prepdratlon of o detalled procedural manual and tune schedule for conversronl N

to and mstalla.tron of the new system S
6. 4 4 System Installatlon

_ It is - the respons1b111ty of the analyst to mstall the sys[em in eo-operatlon with others as
: lt was he who des1gned the system Insta.llatlon could be done by one of the followmg ways:

*oc Co'nplete change over bas1s W1th a llttle break n service durmg the transrtron o

Srmultaneously as a parallel programme W1th both old and Bew systems bcmg '
" concurrent for a pre- determmed time’; : :

.Step by step or gradual basrs where portlons of the new system are lmplemented. |
. wrtlnn the old system., T Lo

r

6. 4 5 System Follow~up

_ There should be system follova -up actron to momtor progress and for gettmg a feedback ‘
* This is essential as it would facilitate making necessary revisions and adjustments in operations, .-
forms and staffing. This follow-up is preferably done afier about a month and shouid be
reviewed pemodrcally and modified on the bas1s of the feedback recewed B

' 6 5 LIMITATION S OF SYSTEMS ANALYSIS

Whlle System Analysrs has a gre1t po[entfal nse in llbrarles one should not overlook 1ts- D
lumtatlons Some of the 11m1tatrons are dlscussed below - -

i 1) Emphasrs on Quantlfieatlon SR D

Systems Analysrs a.t present is an art based on - rather £ross, prrmaniy quantltatlve =

' 'techmques While. applying quantitative teohmques o nstitutions which produce tanglble L

~ products and. profits is one thing, attempting to apply the same to a service organisation like a * -
library is qmte different. Until or unless these quantrtatlve techniques are refined to a point -

where they can take into account: subtle qualitative factors such as, user satisfaction, quality of .~ _'
eat'dogumg and’ eﬁ‘cctweness of selection policies, thé wain use of Systems Analysis in libraries

~ will be limited to areas of processing actmtres such as ordorrng and receipt of maternls and
_physrcal aspects of catalogumg ' : : :

-2y lelted Assmtance in Decrsnon-Makmg

_ Systems Ana.lvs1s purports tobea ratlonal totally UbJLCUV(:) approaoh to the ana]ysrs of o

* - operations and problem-solving, -while it is actually not. - The system analyst uses his judgment
" and intuition in decidiig which facts 1o gather how: to mterpre‘t themt and what alternatives
should be developed for consldemtron Managemen‘!_s must b aware of this and be prepa,red
to deal with the problems that may result. " As a’ matter of fact,  Systems Analys1s does not
make decision makmg process easier - if anythmg it makes it more; drff' oult . :

L




3)1 _ :Inability-'td'sténd_ the te;st'.pf Time

Tronically, 'Systéms Analysis.'itself is affocted adversely by change, the \ ]J\ery force for

~ which it was developed. A detailed formal systems study will usually accur
detail of data which often requires conslderable time to asscmble and analyse. T
systems effort is analogous to a snapshot which reflects or represents rea!aty ata
- and may be incorrect at a latter date. - '

4) E_xpénvae

' /5 fulluscale formal systﬁm study is costly, oftcn descnptwe and mne«wnsu

ulate a great
he result of a
point of time

ming. Unless

there is sufficient promise that an effort will result i in savings that are. commensTrat,e with the

- effort; a formal systems effort sh@uld probabty not be undertaken Unfortunately

o to know thIs in advance

6.6 | :APPLICATION oF SYS_TEM ANALY'S}IS

" In the eatlier sections, an m erview of Syc:tems Analyms emphasmnw OIL its need and

_ value and methodology involved have been hightighted. While the cottent

theoretlcfll the ideas have been so pre%nted as to facilitdte the information professionals to.

think 1 a systems- orlented way in order to work out practical solutions to the p

encounter. At the same time, it must be und(.rstood that Systems: Analyﬂs an

fever a panacea ora substitute for lngenuuty in the solution of practical probi
“achieves is the appropnate theoretncaﬂ framework for ‘i:hmkm £ dbOllt prohiems

- According to- Fasana .. libraries-are in ‘troub]e and have been for qulta

s apparently
roblems they

ems;  what it

sométi_me

- Greater diversity of opmmn exists as to the primary cause or causes. In additign, a shifi has

oceurt.d i the nature of causes cited. While in the 1960s, the causes were ghanging structure

of knov 'edge and rapid de\:elopment ofmterdlsuphnary ﬁe]ds mformatlon explosion; pro-
- liferatio s of new libraries and the i increase in snze and Lomp]exrty of alder libsaries; in the

basis management training; -economic recession; need to make libraries moge
responsive 1o the changmg needs of their users; and appllcatlon of newly
technolog:es such as, computers, te[ec,ommun ication to l:brary proccdmes

In other Words,' th_e: basic problem confronting the Iibraries is the tmpa

. accelerating change on an institution which has traditionally been slow maoving and ¢

- 1970s, the causes include llbralynmnagement or more precusely the lack of librarians, with"

nnmediately

ct of fapidly

Any solution, therefore, must fi rst attempt to undustand the nature of change and then to

develop a’ methodoiogy to face the :,hang,es

- Systemns A11aly51s has proved uwa]uable in analysmg cclmp]ex organisatio
problems resulting from orgamsanons in conﬂict with an env1ronment dominat
and the uncertainty that Il;ev_ltably, accompanies change. But, the use.of System

“libraries has been limited. Increasingly, however, in recent times, libraries a
aware of its potential usefuliiess to analysé and solve their problems.

114, .
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6.7, 1 Formulatlon of lerary Objectives

6.7 APPLICATION OF S‘k STEMS ANALYSIS IN LIBRARY
-FIELD '

- The totality of activities within an information unit forms a system which exists to
provide information and access to information to its uscrs. Thetechnique of systems ana.lysm '
can be used to study this system and its subsystems in order to demonstrate the inter- relatlonshlps
of the component parts, their effectivencss.or otherwise, and whether there is a need for any
modification or replacement. It is also of use in 'design and implementation of new systems:
Due to the complexity of information systems, and because information staff usually cannot
down tools in order to carry out a full analysis. most systems investigations have been into ™ -
pdrucular activitics and technical processes. Some studies have been madc of the relationship
between two or three subsystems, but there is a l6t of work still to be done in this field (Manson).
Following are examples of how S}St(,ms analysm can be of use to librarians.

" The quam_ltatwc techniques uscd, t_'he ngo-rous_ attention to detail, and the critical
examination of facts, characteristic of systems analysis encourage and enforce systematic,
disciplined thinking about dperations and organisa"ions' Such a critical, analytical attitude is

. fundamental to modern management and is an essental first step in understanding complex

problems. For cxampie the objectives of an organisation should be the starting point in the
identification of problems and the cvaluation of an orgamsatmn Objectives should be clearly '
statcd and reflect a realistic attitude on the part of management. Too often library objectives.
are amblguous out of date, or unrealistic. User requirements for libraries have changed radicaily

“during the past fwenty years and the importance of inforfiatton in our society has mcrcascd _

enormously. Yet library objectives, resources and techniques have changed little.

Unless objectives are stated explicitly, it is impossihle to devulop nieasurcs of

'performam:u, Unless effective performance can be demonstrated, it is difficuit to justify
continued levels of financial support and impossibic to argue for increased support to provide

new or additional services. ‘The ability to demonstrate effective performance assumes critical

importance in a period of cconomic recession (Fdsand}

A syste’ms auéi.lysis must -a]w'ays start from the objectives of the system, and then look at
the functions of the system and how these are carried out. The relationship of the system to
other systems must be determined so that the necessary constraints arc observed. A useful
approach 1s the “critical examination” of each activity within the sy stem Each actmty is.

. defined, then th(-‘ fo[lowmg pomts are (,x"muned

Is ﬂllb activity necessary or can it be avoided? If necessary, whfn: are the meﬂlods of
doing and is there any bettor way of domu 7 '

When the activity is performed and is there a better time?
Whe performs and .is there any other person/group who ca'n perform bctter?

Ar the same time pcrfonm.ncfw data can be coliectred e.g. time spent oh each operatmn
Volumc of work, rates of pay, etc. :




In the next stage the system is analysed.. This can be done by drawing up such things as
organisation diagrams and flow charts, Process flow charts can demonstrate the physical
movement of materials, and logical flow charts can show where decisions are made, and their
* effect on the subsequent parts of the process. From the timings of the activities, staff costs arc -
determined, matérial and other costs are ‘added to obtain a total cost. 'Cost of any akernative
methods can also be estimated for comparison {Mason). This ‘systematic analysis alc!q m
. etther formulation of new objective or in the modification/ reﬁmng of the formulated objectives
torsutt with challenges of changc '

6 7. 2 Lubrary Management and Systems Analysm

IlldlSClphIled thinking is rcﬂected in many hbrary operatlons It 15 not u_n}:ommon to
find that operations in librarics have no reason for continuing. They exist because no one has
questioned or evaluated them. Continual evalvation and modifications of procedures is required
to reflect current, changing needs. This requires a querying, analytical attitude on the part of
librarians at all levels. Similar problems exist in the areas of planning, control %ﬂ decision
making. As organisations grow, the number and kinds of decisions that must be made proliferate
and the conscquences of these decisions become more critical. For example, & seemingly
simplc “decision about. what information to inciude on an acquisitions order form can have
~ profound cffect on cataloguing operations. Unless a librarian ¢an analyse the pature of a

- decision and have facts available in a form that he can understand and use, he is foreed to rely
-on personal experience and intuition which is often insufficient to- meet the needs of modern
“organisations, Decisions bascd on fact and pro:ar analysis, coupled with ns 1tut1cm and

expericnde, are mevlta,bly more consistent, reliable (F asa,na)

Systermns analysis comes nto picture . and when decisions areé made to imodify the |
. systetn, or tointroduce a new system. . The stage of system design is carried out, although the
major pari of the thinking out of the design will usually have been done during the analysis
~ stage. The melement'ttlon and evaluation of the new or modified system is carefully controfled
because, however good the design is therc will always be unexpected
factors arising, usually at the mterface between the new system and other L,Mstmg systems '
- (Mason,

'6.7.3 Role of Systems Analysis in Library Automation

- Library automation has demonstrated that 11brar1c,s mll need a greai deal of special
techmcal agsistance in designing and plannmg systems and using new technologies. This
assistance can be provided in part by using trained technicians and specialists ifrom other
disciplines. Controlling and coordinating these non- library specialists is difficult, J} but ghly
~ essential, because the system that will be developed will ultimately have to be taken over and
operated by librarians. The need, therefore, for librarian to gain éxperience.and same level of
expertise in systems analysis to gnide the design and development of automated systems and
then to operate them is bectaung mcrcasmgly cr1t1cal (Fasana)

In an overall appralsal of the utilisation of systcms analysis precechng library automatlon
. it seems a fair conclusion that systems analysis is becoming routine in libraries, pas Ltlc:uiarly in’
instances where automatmn is seriously- considered or thought probable. Even when the usc
oof the computer 1s not preconcerved as a likely result, machine alternatives are routniely consid-
ercd. As Cox states “aytomation in libraries is virtually inevitable due to increased demands
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for service. .Other' factors including the Ia'rgcrvolume of materials handled and available

+ technological aid n the form of computers arc also contributing to the rapidly increasing -

number of applicaiions of mrtomation in library technical processes. In any case, systems
-analysis, as a prelude to library automation is an incvitable common place fact of life in
libraries {Carter)”. ' ' ' '

“ Critical Examination

To Hlustrate a combination of systematic analysis and creative thought a techniques
“known as “Critical Examination” is outlined below:. S

Critical Examination

Facts : ' Alternatives .

Consideration
for developmg -

What 1s achicved? Why

“What else could 'bé'?

How is it achieved? Why? | - How elsc

When? Why? When else? »
Wherc? Why? Where else? ‘
Who “Why? Who else?

.~ This isused typically ina process improvement situation where one starts with a rigorous
questioning of what the process is designed to achieve, and why before looking at how it is
done, how or thinking how better be done. The first two colummns provide the framework for

& systematic and rigorous analysis of the existing system - or the proposal, if the technique is
applied at the desi gn stage. They embody a searching usc of the question WHY"? Both to look
back at causes and to look. forward to purposes.  They arc designed to give a thdrou_gh
understanding of the present situation, its strengths and weaknesses. The third columm represents
the creative phase in which opportunities for change arc generated. The approach is that of
brainstorming on each aspect of the system in turn and it is usval to assist the process by
means of a check-list of simple trigger-words such as eliminate; avoid the need; substitute;

- modify. Evaluation of the ideas'is déferr_ed to the next stage and the 4th column provides the
basis for this (Kemp). : : ' '

6.7.4. Book-Ordering System -

Systems Analysis was used in an investi gation of alternatives to a manual book-ordering
-system for the University of Michigan Library. Problem with the existing system became
visible when planning for the future was contemplated which involved increased acquisitions

- requiring additional staff and facilities. Hence, systetn objectives and performance mdicators
{cost per order) were specified and alternative system designs were considered. The proposed
mechanised alternative and steps of the implementation process werc studied in detail.

The Systems Analysis required nearly two-years from the stage of problem definition to o
implementation. This resulted in a new system capable of processing & 33% increase in workload
* with only one new staff-member, no facility increase, and most important— staff sentiment

favourable to the new system. The performance evaluation disclosed the pragmatic difficulties
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that can be cncountcr(,d in comparmg a new! system wnh a r::phccd one. - chlcccnhtwc costs
for the new system were not ﬁsccrteunc,d as it was felt- that a l-year perlod was 100 short.
' (Thomson and. Muller). ‘

6.7.5 Inter-lerary Lendmg System

Another anal}'{si_s exarinned two_ a,]tcrnativcs available to-an inter-library lending systeni:
{a) Loan of ori ginal library d'ocument_s that must be returncd a_nd (b} the provision of retention
photocopies of requested materials (Spencer). The report of this analysis is most detatted with
. respect to the data collection and analysis procedure employed to 0btau1 pedormance data for
the two alternatives. :

In accordance with work measurement procedures, the work applif;abje to each altcrnative
~was determined at the task level of specificity as follows: appropriate forms werc designed for
employee sclf-administration, data sample sizes were computed and data collection. procedures
were -developed. The alternatives were compared on unit-cost - per - request received and
unit-cost - per- filled collection variables. . The data showed almost cquivalent costs for the
two alternatives; and the} ‘demonstrated the cost Qensttrwty of this muhl-tqu labour-intensive
operatlon_ to : a.} Wage changes; b) the. qu*tllty of input utatlons roccived which affected
: YQIiﬁCation and document localion_tlmes, and c} tecord-keeping procedur{,s. Although the
Teport does not indicate the decision reached on the data, the study provided ohe Regional
Medical Library that gﬁperates a high volume lending service with concrete knowledge of
comparative operating costs and a factual basis for policy decisions.

6.8 ASLIB SURVEY

An a,mhl tious study conaucted by Aslib illustrates another type of apphcatlon of Systemis
Analysis. Tnitially concerned with the various uses that are made of bibliographic data clements
n 11brarv operations, Aslib researchers uitensively examined: the records and record kéeping
' procedures a,mployed n representative public, university and non-comumercial special librarics
(Pauline Thomas and Harry East) They developed a standardised description of work
procedures and activities that are associated with-the need for and use of various bibliographic
and administrative data elements. From this cxperimental information about prevailing
pracmces they dcmg;ncd aprocedural mode! for operational subsystems {acquisition, processing
customer services and malntenemce) of a library that démonstrated the possible per formancc
. of completc, sr'ts of actwmcs w1th a minimum number of forms s,

. ,The model was applied hypotheticaliyio- practice and procedurcs in an actual library
which rcvealed sites -amenable to the reduction.or elimination of work . In the next stage,
work procedures in a coltege library were c\ammed in‘terms of the procedural model 4t a task _
level of work spectficity to show how work can be analysed not only to rccoghise information
needs but also to obtam data for such pulpose:, as cost analyses, job analyses, and tra,mmg
programme d¢ Vclopment The Aslib reports recommend that the model be Vl(.«\Vud as a guide
and not as a deseription of a single rigid option.
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6.9 LET US SUMUP

Systems Anaiysus asa ma.nagcment tool is valuable in a,nalysmg comp]ex orgamsanons
and has been used successfully in busmcss 1ndus1: govemment, etc and in identifying and
solving problems. The strategy of problem- solvmg prescribed by Systems Analysis is applicable
.~ atmany levels of operation that can be circumscribed a3 ‘Systems” for stu.d}f purposes. However,

the demand of Systems Analysis are tough in that they require comprehensive articulation of

the problem an unambiguous statement of objectlvcs accompanied by concrete performance
measures, realistic aiternatives for overcomitig the problem at hand, rational decision-making,
implementation of the programme designed, and’ perﬁajmance assessment. It is not only difficult

to meet with these demands, but also it is timc-consuming and consequently an expensive

proposition. In addition, knowledge, skill, eompetencc unagiation and attitude reqmred m
peoplc conduc,tmg such svstem studies is of a high order, and also requires the cooperative

framework of many individuals at différent steps:. In other words, it may be said that a-
.vstems studv can be successtil only with the joint and integrated efforts of diffcrent groups

of individuals. Nevertheless, the mest useful contribution that Systems Analysis will make to
libraries” and information centres in the Jmmcdnate future will be m the areas of management,
orgalmat[on and adapt‘ltwn to change - '

Svstems "Analys'isl 18 appli’cn.ble at many Ievels of operation that can be circumscribed as

“Systems” for study puzposes.’ It has been proved: be} ond doubt that System Theory and
approach have a strong influcace on various ficlds of SLudy covering the entlre spectrum of
library management @ — Plamung, and Designing of Information Systems including. corputer-
- based uormation systems; Costing and Economics of Information Systems; Staffing; Evalua-.

tion-of library and information systems, staff, future policies and direction, Bibliographic.
control, Collection Development; Library® Automation, including automated acquisition,

automated serials conitrol, automated circulation including mter- hbrarv cooperatmn Human—
Computc,r mtcrface demgn Sclection of Software Packages et

Another 111terestmg point is that Systems Analysis as a ma.uagement tool is apphcable

| to school librarics., collgge libraries, university libraries; special hbra:nes large library systems
- operatmg at the natlonai and mtematlonal lovel.

At the same tirﬁe, 1t must be stressed. thait System Analysis work is complex, dynamic,
costly and time-consuming, and results can never be guaranteed. However, Systems Analysis

can and should be used in any situation where there is a need to mcasure perfonnancc and a.

reasonable poqqrblhty of hemg able to’ develop more eﬁ‘ietent routmes

Thus, Systems Analy51s has-already been proved useful n llbrarles first by fostering a

cntmal systems approach to operatlons and problems and second[v by prowdmg librarics-
with new techniques useful in analysing, evaluating and understandlng library operations. -

The future of Systems Analysis in libraries is promising, but will riot be realised without effort

.- on the part of librarians. Nevertheless it should be realised that Systems Analysis is a tool ar
extension of management and, therefore, must be eontrolled by management and not.allowed -

to comrol or replace management
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6.11 ASSJ(GNMENT

Crmcallv examine various steps mvoived n dus 1ging and p]annmg of automated hbrary
system usmg systems analysis as a tool.

6.12 MODEL EXAMINATION QUESTIONS

I. . ESSAY QUESTIONS

1)  Define the terms “Svstem, Analysis; and Svstcni Analvéis ‘aid comiment on the
need for Systems Analysis in the [1br'1rles cmd lllfom ation centres.
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.2}

3)

4)

Describe Dncﬂx the methodology mvalved i m a formai gvsiems stud\ Commicnt
also on the limnations of sv. stum ana‘l\ 8is8 '

Draw a figurs showing the logical sequence of funcﬂons to be pCl formed ina
systems analysis study. ' -

Discuss with illustrative cxamples the application of System Analysis in librarics

and information centres.

SHORTNOTES

aj

Svstein Design

Systzm cvaluation
Plases in Systems Study

ASLIB Survey
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UNIT-7: EVALUATION OF INFORWIATION
SYSTEMS AND SERV ICES

S Structure:

7.0°  Aims and Objectives
- 7.1 Inwoduction : :
7.2 Evaluvation - Importance, Objectives and Fwe Laws
7.2.1 Importance '
7.2.2  Objectives
- 7.23 Ranganathan’s Five Laws

7.3 Definitional Analysis

7.4  Evaluation Crltena/Measures
741 Quality Measures -
74.2 Generic Measures

7.5 7 Economic Concepts of Evaluation

7.6 Applicability of Evaluation Measures
7.6.1 Relevance / Recall /. Prec:smn .
7.6.2 (Jeneuc Measures '

7.7 Evaluation of Information Systems and Serwces
7.7.1 Framework for Bvaloation SR e !
7.7.2 Evaluation of Information Services

7.8 Planning Approaches to Evaluation
7.9  Steps in an Evaluation Programime
7.1¢ Tet Us Sum Up :
7.11 References '

7.12 & dei Examination Questions:

7.0 AIMS AND OBJECTIVES ]

The aim of this unit'is to provide a ﬁamework for Evaluation of information systems
and services with a special emphasis on the various evaluation measures and their applicability -
o mform'mon systems and services.:

& After réading this unit, you should be able to

@ get an overview of the subject of Evaluation
L recognisc the 'need and value of Evaljuation

® become Famnimr w1th the framework for Evaluatlon of lnformatlon sys1ems and services

A,

®  identify the criteria/ measures used for E-_va]uation.
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71 INTRODUCTION

1

in thiS un:t, you are ‘introduced to the concept of evaluatlon in the context of mfcu malion
* systems and sérvices. In the earlier units of this block.. the téchniques of Systems Analy5.15
and ifs. apphcablllty to Management of Information- Systems and Services have been discussed.
Evaluation,.one of the phases-in a systems study; is-discussed here and includes details sueh

" as framewnrk for evaluation, evaluanon measures and their apphcablllty

7.2 EVALUATION IMPORTANCE OBJECTIVES AND THE
~ FIVE LAWS

" 7.2.1 Importan_ce of Evalu.ation-.:

informatlon isan aII pervasive reso urce in every human activity and helps n estabhshln g :
a contmuum from past to the present and ultimately the future. The natural consequences of
all activities.tends to generate large amouitts of data/information. This information is recorded
~ and stored only when'it is expected to have potential importance, But, its imporiance may
'declme with time necessitating a weeding process This.is eastly sard than done as [t may be
easier to retain than to throw out. : o

. As Doyle puts it “. All this is, perhaps a negatwe consequence of the nature of -
_ information, and is the price we pay for having as many units of information as possible in a .

© State ofavmlablllty and readiness for use”. This resultsin a pecullar phenomenon of “poverty
in the midst of plenty” as information accymulated, but not organised: Himpedes retrieval. In

- other words, information may be available’but not accessible which is more flustratmo than
havmg no information. [t is te eliminate or ameliorate, this situation that information
professionals have resorted to organisation of mformatlon 1nt0 some: meanmgful groupmg of
tnplcs for remeval as.and when necessary E

BN

methods for accessing information were designed: Consequently, librarians and information
scientists were placed in a dilemma regarding the choice of a particular method. In other
~words, evaluation in regard to the workability of the new, methods became a necessity. The
<coming of the computers into the information scene complicated the situation further as tall
- clalms were made However, Bar- Hl][ei rightly said in 1960 that:

“the prospeuts for efficient use of computers for mformatien retrieval have so far | been -

. .greatly hampered by inept theorizing by pointless attempts io “apply” prestige- carrylng scién-

tific, and espectally mathematical, disciplines ... and by greatly underesilmatlngthe intellectual
effort required to arrlve at'a good abstraet a good index set, and good Judgment as to the
eloseness of t0p1cs

.

- askisasto why €valuative approaches were not attempted extensively before. The answer to
this ‘would ‘be that changes in the information environment were slow ‘and gradual, giving.
suffi icient time for the traditional methods to adapt themselves to the new requirements. But,
this has changed eonsrderably, in recent times, necessnatmg applalsal of new methnds

Tk,
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In view of the emphasns on mformatlon retrieval during the fifties and s:xtles numerous

[n other words, it became obvious that claimants of novel 1deas shnu[d prove the[r
. worth IJy evaluatmg them in real-life situations. At this juncture, one question that one may
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The evaluation is also essential to assess the level of performance arid ifr
look for ways and means of | 1mprov1nb g the dct1v1t|cs and services in order to attai

tives.
7.2.2 Objectives of Evaluation

It has been said that evaluation of system/services/activities is-done with t
of improvement. Specifically speaking, the purpose of evaluation may be :

*  To show at what level of performance the system/seivice is operatit

* To compare performance with otherlibraries -

* To justify thc system or service's existence - - by an .1na!y5|s ofthe
between benefits and cost.

" To 1dcntn‘y posmbie sources of fallure or meff'cnenc_\, in the service
to raise the level of performance

Echomg S|m1lar views, Welss argues that most eva]uatwe decisions r\,]ale t
‘howa fibrary should :

* IContinue a program

* Institute similar pmgr;nms elsewhere

* Improve Iét‘s p'rapt.i_ces 0:; procedures

* Add, drop or change soccific prograniiﬁe strategies apd_ teéh-niqucs
_Aliocate résélzrces amdng.co}npeﬁng ﬁrbgrammes

L . |

Accept or reject a program approach or theory

Thus, one can see that every system/service is evaluated at four levels i
efficiency, effectiveness, cost-effectiveness and cost-benefit wherever and wheng

Evaluatton ofmformatmn s also e%aent;a] to 1de1‘{zfv the relevance of exist

in the changing environment and availability of Timited resources . This wifl b

provide necessary information for decision making and contribute in development ¢

_ activity. The evaluation could be of coliection, performance budget, expenditure
Dr S.R. Ranganathan’s Five L_a(»:, can be adopted as principles for evaluation,

- 7.2.3 Ranganathan’s Five Laws as Evaluation Principles
In the context of evaluation, perhapsl, 'one'can adopt and use Ranganathan’s

Evaluate Principles. The foflowing are the Five laws and their. implications in
- process, of evaluation. '
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- *  BOOKS ARE FOR USL L o o

Evaluate collection and services - - carried to its logical conclusion, implies
consideration of Cost-effectiveness i.e. Cost per use-of Services

* EVERY READER HIS 7 HER BOOK
Assessment of availability and accessibility
* EVERY BOOK ITS READER
" Assessment of exposure as well as accessibility
¥ SAVE THE TIME OF READER
Internal efficicney of the library to make bilﬁliogrdph—icai resources accessible in
ways that are most conven ient to the user, thereby increasing user satisfaction
and simultancously minimising time loss to user,

* LIBRARY IS A GROWING ORGANISM

isthe iiDr’m‘u adapting 1o the Chdl‘lgll‘ ) mﬂsai conditions and aef‘hnoloﬂtcal
iMe opments? '

7.3 DEFINITIONAL ANALYSIS

In attempting to discuss the subject of evaluation, it would be helpful to provide
definitions of them:

ay.  lhe purpose of Evaluation is

The process of dgternmining 1o what e‘(lenz the objec tives arg actually being
aghlcvcd

Providing information for decision making

¥ The comparison of -Jerh)r mance {0 some stdndards to determine whether -
discrepancies existed -

The systematic investigation of the worth or merit of some object
As a matter of fact, evaluation serves different functions:

in formatwe evaluation. it is used for the improvement and dwelopment of an
ongoing activity or programme :

‘In summative cvaluation, it serves for accountability, eertification, continuation
or selection .
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A third function is psycholoyca] or socio-political. More than one function can
be aerved - En motivate, increase know]edge, gain support, and promore public
relations.
¥ . -_ . .

Thus, one can see by-implication that evafuation involves: Focusing the evaluation,
designing the evaluation, collecting information, anal)singand reporting information, inanaging
the evaluation and evaluating the evaluation. Few terms used i in evaluation are exgiained n
the followmg paras

b} ‘Performance is an indication of how weill a service or actmty i1s perfo med and
can be measured in terms of the input costs and outputin terms ofquantlty quahty timeliness,
dvallablilt}, accessnblhty etc.

c) Effectweness is measured ﬁom the per:,pectwe of users, which include user
satisfaction with a service; amount, purpose and consequences of use. Perhaps, lmproved
' quallty, timeliness, and avallablllty Wou]d result in greater uscr satisfaction and increased use
of services.

d)  Measure is gencrally used to mean any process describing in quantitative
values : things, people, events, etc. It also means the value being measured.

7.4 EVALUATION CRITERIA / MEASURES

The obsjectives of evaluation . especiaily exposure/accessibility goals, provide an overall-
framework within which the fol]owmg criterta have been deveioped The key terms used in
- the framework are '

1) Cost - refers to the input of lesources to a system in terms of monetaly units :
D|rect Costs, Effort involved (Cof;t of User’s own tlme) etc. . '

1) 7 ._Response Time -

fii) Quality - Coverage ofcoltcctlon or database colnpleteness) Reca]l PI eciston ;
User Effort Nove!ty Accuracy of data

“iv)  Generic Measures - Input cost neasures, Output Measures, Effectiveness
Measures and Domain Measures.

Lancaster has given examples of possible criteria app[:ed to various services in the
.toliowmg table : ‘ -
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Table-1; Pos’sible_Perfdﬁnance_C"ri.teria for Library Services

‘Criteria

Technical Se‘rvicé.s B Public Services
QUALITY b, Select:on and Ac utsntlon I. Range of services offered
_ q ang |
-size, appropriateness. ' ' .
and baiance of collection - 2. Heipfuiness of shelf,
' ' : ' shell order and guidance -
2. Cataloguing and Indexing 3. Catalogue - -
- accuracy, consistency, completeness, accuracy, -
and completeness - ' _and ease of use
4. Reference and retrieval
- = completéness, accuracy
and percentage success
5. Document Delivery-
- Percentage success
TIME 1. Delays in acquisition 1. Hours of service
2. Delays in cat'}iogumg and 2. Response time |
other processing ) ' o
3. Productivity of stait =~ . 3. -Loan periods
COST i ‘ 1. Unitcost of purchase 1. Effort to use
' 2. Unitcost of process - Location of library
- Accession ' - Ph)ISlLdI Accessnblhiy of.
+ - Classify collection.
- Catalogue o Asmstdnce from qtaff
‘ : 2. (Jhdrges fevied

Inthe suéceeding)s'u‘b'-sc(':tions, the di'ffercl'it_ types of criteria/measures are discussed in
~ detail. - S '

7.4.1 Quality Measures

While cost and time criteria are obviotis, quali ltv measures are Iess obwous Two ma|0r
quahty measures of success as applied to mformdtlon services are

- Does the user get What he is_ Seeking ornot ?
- - How completely and Jor accurately does he get it?

.= In other words, the measurcs pertain to coverage, recall, precision, etc.-
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i) Caverage:
Coverage is a measure ‘of the completeness of a collection or database. It is
recall in that it is I1l{ely to be a concern only to the user who needs high recall i.c. ac

sive seareh

i Relevance:

related to
mprehen-

Wherever.cone talks of information retrieval, one term which assumes significance is ©

retevance”. But then, the question -” What is relevance” is difficult to answer.

Yes - No,

either - or approach to relevance is index term assignment is difficult. Thus, a term can be -

_ assigned to.a-documentona welghted basis, the amount of wetght depen dmg on the probability

that a searcher using that term would find that document relevant. Maron called this new

dppmaeh as * Probabilistic indexing”.

The idea of‘measuring relevance spread to the Cranfield project. Golfiman was

suggesting

‘that relevance is not intrinsically a measure. because it is not additive. So the question turned

not o * why relevant”, rather “how relevant”. But; in 1967, Cuadra aj.-nd Katter p
" paper éntitled “Opening the Black Box of Relevance” wherein they reported the
varymg the questions given to relevancejudges by informing them’ what the retricved
are uscd for.

for exampie:

* Use in stimulating ideas, creative approaches

- Use in refation to a speeific task -
¥ 'Use in preparing an exhaustive bibliography

and the authors concluded “ Thus, it is possible to obtain higher or lower releva
simply by telling judges how documents are to be used”. This is essential as otherw
wolild make their own assumptioﬁ leading to variations within the “black box of r
Nevertheless, the concept of relevance continues to be used as can be seen from th
relevant Jjudgments are sought for from users, n the context of SDI (Selective diss
of [nformatlon) '

iti) , Precision:

_ Precision is the ratio between the relevant retrieved and the total retrieved dog
a literature search. As a matter of fact, it is the measure of the work still to be done in
out irrelevant matcnal at the next level of search. For example, if i’ retﬁevmg 8w

92 unwan{ed) we say that the precision ratio is &/EOO or 8%.

ublished a
effects of
locuiments

1CC SCOTes -
ise judges
>levance”.
e fact that
emination

uments in
SCreening
anted and

Simitarly, if an index retrieves a total of 50 references i rcsponse to & question, out of

which 40 are relevant then the precision ration is 40/50 X ]00 30%
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