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Administration Problems 

Special Libraries 

ELEANOR S. CAVANAUGH 

Librarian, Sfandard and Poor's Corporation, New York 

A PANEL ON ADMINISTRATION prob- 
lems in special libraries was ar- 

ranged as a general session in response 
to the overwhelming interest expressed 
by SLA members who answered the 
questionnaire sent out by the 1952 Con- 
vention Chairman. In planning the panel, 
it was possible to obtain really "top 
librarians" experienced in the adminis- 
tration of their libraries as well as in 
the various problems of the organiza- 
tions they represent. The organizations 
are also "top organizations," represent- 
ing a good cross section of industry and 
of education. 

I t  is high time that special librarians 
considered themselves professionally 
against the background of the policies 
and problems of the industrial organi- 
zation and of the universities of which 
they are an integral part. 

So that problems discussed would not 
have too local a slant, panel members 
were selected from widely separated 
geographical areas. On this basis of se- 
lection, it was possible to present a com- 
posite picture of the problems under 
discussion. That the panel was a suc- 
cess was evident by the overflow audi- 
ence attending. 

From comments on the panel ex- 
pressed at the convention, it is suggested 
that future convention chairmen con- 
sider panels along the same line as part 
of their plans for general sessions at 
SLA conventions. "Talking it over" on 
panels is a good medium for alerting 
SLA membership to new trends and 

ideas in administration, human rela- 
tions, public relations and many other 
problems with which library adminis- 
trators may be faced in the future, if 
these problems are not already part of 
the present picture. 

Industry as a whole is devoting time 
and intensive thought these days to the 
orientation and training of new em- 
ployes, seeking ways to build up its 
executive manpower pool from within. 
Every organization is trying in many 
ways to offer its employes an attractive, 
interesting and lucrative place to work. 
Companies are expanding their fringe 
benefits to employes to include vaca- 
tions, pensions, health insurance and old 

PANEL PROGRAM 

SLA CONVENTION 
New York-May 27, 1952 

Moderator : Eleanor S. Cavanaugh 

Staff Problems 
Zsabella M. Frost 

Job Classifications and Salary 
Problems 

Mrs. Marie S. Goff 

Relations with Management 
Mrs. Louise T. Jackson 

Public Relations 
Caroline W. Lutz 

College and University Libraries 
Dorothy Bemis 



age security. Special librarians have a 
stake in these developments and have 
their share of the contribution to make. 

At the present time few special libra- 
ries seem to have formal training pro- 
grams for non-professional workers, and 
only a small percentage of SLA mem- 
bers work in organizations now operat- 
ing under union contracts. 

The large attendance and widespread 
professional interest shown in this panel 
discussion on administrative problems 
in the special library lead one to the 
conclusion that there should be an an- 
nual review of the special librarian's 

responsibilities to his organization and 
to his library staff. Pertinent discussion 
bearing on current problems, how they 
affect the special librarian in his work 
and what is being done to arrive at a 
satisfactory resolution of these matters 
has a place on SLA convention agenda. 

For the benefit of those who were 
unable to attend this panel discussion 
at the 1952 SLA convention in New 
York, SPECIAL LIBRARIES is devoting 
space in this issue to the comments of 
the five Association members who par- 
ticipated in the panel. 

1: Library Administration 

Manager, Lansing Library Service, 
Division of Safeway Stores, Inc, Oakland, California 

"T HE RIGHT M A N  O N  THE RIGHT 

JOB" has been the goal of many 
successful organizations. I t  is likewise 
a key factor in successful library ad- 
ministration. 

Selection of Personnel 

The first consideration in selecting 
personnel is to examine the job itself 
and to collect all pertinent data con- 
cerning it. 

What is the scope of the job to be 
done? 
What duties and responsibilities 
does it entail? 
What requirements, in terms of 
education, subject specialization, 
training, skills, techniques, experi- 
ence and personal qualifications 
are needed to do the job? 
What does the job pay? 
And finally, but most important, 
what are the benefits to the em- 
ploye, in terms of job security, 
promotion, vacations, group and 

health insurance benefits, pension 
provisions and working conditions? 

The next step is to list the job open- 
ing with one or more of the channels or 
mediums available for finding the per- 
sonnel required. For professional em- 
ployes this includes the SLA Chapter 
employment chairman, SLA Headquar- 
ters, l ibrary  schools and advertise- 
ments in professional journals. Let it 
also generally be known in library cir- 
cles that you have an opening on your 
staff. For non-professional employes the 
company's own personnel department is 
often the best source. In addition, there 
are the employment agencies, high school 
counselors, college and university place- 
ment offices. 

For the information of the placement 
officer and in fairness to the prospective 
employe, it is important to bear in 
mind when listing a job opening that 
one should give not only a clear descrip- 
tion of the job, the salary and the quali- 
fications required but also the condi- 
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tions, benefits and opportunities the job 
offers. Timing is also important. A job 
opening should be listed, if possible, 
well in advance of the end of the school 
year. 

The process of interviewing provides 
an opportunity to size up the situation. 
For the employe: it enables him to see 
the librarian and the library in action. 
For the employer: it enables him to 
screen and select the right person for 
the job. 

Once the new employe is selected, an 
orientation program will prove an effec- 
tive way to get him off to a good start. 
It should be a three-fold program. 

1. Orientation in the Organization: 
In some companies there is a formal 

program. Lectures, films and tours are 
used to tell the employe about the com- 
pany, its position in the industry and 
information about its products or serv- 
ices. If there is no set program, much of 
the same information may be found in 
the employe handbook, house organ, an- 
nual report and organization chart and 
in articles about the company. 

2. Orientation in the Library: 
An employe should have explained 

to him the relationship of the library to 
the organization, its purpose and basic 
functions, services and over-all opera- 
tions. 

3. Orientation in the Job: 
Many libraries provide a period of 

time when no work is assigned. In this 
way the new employes may become 
thoroughly familiar with their jobs be- 
fore assuming responsibilities. This gives 
them confidence and assurance. Pro- 
cedure manuals are extremely valuable. 
They should not only explain in detail 
how the job is done and what proced- 
ures are used to do it, but why it is 
done and how it ties in with the philos- 
ophy of library service. 

With a good induction and orienta- 
tion training program, one can create 
motivation and enthusiasm. Show the 

employe that to learn the job well is 
important to him. During this initial pe- 
riod one can do more than at any other 
time to establish understanding and at- 
titudes. 

Retention of Personnel 
Having outlined briefly a selection 

procedure, consider the factors involved 
in a sound retention policy. One may 
hear an employe say "I like my job and 
I have a swell boss." What accounts for 
this job enthusiasm? Basic economic 
considerations are important of course 
-salary, vacation, group and health in- 
surance and retirement provisions. But 
more than this, here are the reasons 
why employes stay on the job. The 
"boss" : 

1. Makes good on promises, such as 
salary increases and promotions. 

2. Permits them to do, as far as pos- 
sible, the things they like to do. 

3. Gives them the opportunity to use 
initiative and develop ideas. 

4. Plays fair: work load is evenly 
distributed. Everyone shares in the 
easy and tough jobs. 

5. Keeps them informed of what's 
going on. 

6. Tel l s  them in advance about  
changes that will affect them and 
why. 

7. Is never too busy to listen and dis- 
cuss a problem. 

8. Lets them know how they are get- 
ting along and where they stand. 

9. Takes time to say "Thank you, 
you did a grand job": gives credit 
when credit is due. 

10. Encourages participation in com- 
pany activities, sports, hobbies, 
professional meetings. 

11. Remembers birthdays and employ- 
ment anniversaries and often makes 
them an occasion for a party. 

12. Shows an interest in their families 
and what they do off the job. 

Why Employes Leave 
Byt what about those of us who are 

not born leaders and who don't have the 
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wisdom or insight for coping with situ- 
ations before they become problems? 
What are some of the staff problems 
with which we are confronted? How do 
they arise? What can we do about 
them? Let's make a frontal attack and 
find out why employes don't stay on the 
job, what their complaints are and what 
we can do about it. 

Problems and Solutions : 

Making the Job Interesting 

1. A frequent complaint is that jobs 
are static-"If once you start you may 
never do anything but cataloging." 

One solution is work rotation. I t  is 
used to provide specialists in one func- 
tion with operating experience in other 
functions. 

What are the benefits to the admin- 
istrator? 

It assures continuity of work when 
employes are absent or on vacation. 

Emergency peak loads and rush as- 
signments may be handled because one 
can temporarily combine forces. 

Hidden talents are revealed and de- 
veloped. It gives one the opportunity 
to find out if a person is best fitted for 
one job or another. 

An employe new to a job often has a 
fresh approach and can offer sugges- 
tions for improved methods. 

What are fhe benefits to the em- 
ploye? 

It allows him to see and participate 
in several operations in the library. 

It enables him to gain experience and 
assume greater responsibilities. 

ities for both the professional and non- 
professional staff. For professionals, spe- 
cific grades, such as junior, senior, and 
assistant are often used. For non-profes- 
sionals too, the work should be graded 
according to its relative difficulty. 

In-service training affords opportun- 
ities for promotion or transfer to other 
positions and  also keeps  employes  
abreast of technical changes in special 
fields and in library developments gen- 
erally. Library-financed attendance in 
refresher courses in library schools or in 
business schools or junior colleges offer- 
ing training in non-professional library 
skills also provides opportunities for 
advancement. 

Job Openings 

3. How can you cope with the prob- 
lems that often result when library job 
openings are filled by someone outside 
the organization? 

An important part of a staff develop- 
ment program is preparation for ad- 
vancement by training an understudy. 
Teach all you know to the best people 
you have. Enable them to qualify for 
the job ahead. 

Human Relations 

In working out a solution to staff 
problems, let us not forget the impor- 
tance of human relations. Actually this 
is nothing more than good will and ap- 
plied common sense. As it concerns 
primarily the feelings of people it must 
be practiced in terms of personal inter- 
est and fair play. This philosophy was 
well expressed by Clarence  Francis,  
chairman of General Foods, when he 
said : 

It builds confidence. 
"You can buy a man's time; you can 

I t  creates job enthusiasm. buy a man's physical presence at a given 

Advancement place; you can even buy a measured 
number of skills per day. But you can- - 2. Another complaint is that the work not buy enthusiasm; you cannot buy in- 

is often a blind alley with no oppor- itiative; you cannot buy loyalty; you 
tunity to advance. cannot buy the devotion of hearts, 

Is there a solution? Yes, in those li- minds and souls. You have to earn 
braries that have promotion opportun- these things." 
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2: Job Classification 
and 

Salary Problems 
MARIE S. GOFF 

Librarian, Technical Library, E. I .  du Pont 
de Nemours and Company, 

w HERE THERE is a one-man libra- 
ry, there is no need for job 

classification. There is a job and the 
librarian is "it". However, when the li- 
brary begins to expand and the staff 
begins to grow, it becomes necessary to 
define lines of duty and responsibility. 
At this point, a simple method of job de- 
scription may be initiated through the 
use of standard three-by-five inch cards. 
Head one card Librarian and the sec- 
ond card Assistant Librarian, and pro- 
ceed to list on each card the duties of 
that particular position. Note that the 
title of the position is listed and not the 
name of the person filling the position. 
The assistant librarian should be given 
a copy of the card listing his duties so 
that he may be aware of his job require- 
ments at all times. 

As the staff grows, so the file of cards 
will grow. When a new position is cre- 
ated and admits of a definite time sched- 
ule, type the schedule on the back of 
the job card and give a copy of the 
card bearing the job description and the 
time schedule to the person holding 
that job. 

This method provides a good man- 
agement tool and one that the staff will 
like. Later, should a formal job evalu- 
ation program be set up, the library 
staff, accustomed to the foregoing pro- 
cedure, will be receptive to the new 
idea. And it cannot be emphasized too 
much that for satisfactory personnel re- 
lations, the library staff should be pre- 
pared for any new system affecting it. 

Inc., Wilmington, Delaware 

Since the personnel policies of libra- 
ries follow those of their organizations, 
a formal position evaluation program 
may be non-existent. Nevertheless, the 
simple procedure described may be 
adopted by the librarian and used to 
excellent advantage. 

In effect, salary administration in- 
volves two primary considerations. The 
first is the determination of the relative 
importance and value of the positions 
to the company. The second is the sal- 
ary treatment accorded the incumbent 
of the positions. These two phases are 
presented as two closely integrated pro- 
grams which I shall designate as posi- 
tion evaluation and salary control. 

Position Evaluation 
1. What it is: 

A technique designed to establish 
the relative importance of salaried 
positions in terms of numerical points. 
The technique involves the study of 
the duties and responsibilities of each 
position, assignment of titles of jobs, 
the analysis of each position in terms 
of factors inherent in all such posi- 
tions, and the systematic assignment 
of points for each factor in accord- 
ance with its importance. The sum 
of the factor points for each position 
is the point value for the position. 

2. What if does: 
Provides a yardstick by which sal- 

aried positions can be measured. Per- 
mits a grouping of positions by point 
values into salary classes, for effec- 
tive salary control. 
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