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CHAPTZR I

INTRCDUCTION

On February &€, 1951 at 12:40 P.M., a fire was discovered in the
State Office Building in Lansiag, Michigan. This building housed at
that time, most of the agencies of the State of Michigan. By the time
the blaze was finally brought under contrcl and extinguished, approcx—
irately $6,000,000 damage had teen done to the building, and the facil-
ities of many of these agencies had bteen largely daraged or destroyed.
As a result of this fire, all the agencies housed in the building had
to be evacvated and re-lccatec. The Michigan State Library was one of
these agencies. This paper is concerned with this agency.

Tis enforced disruption of the agency's functions provided an
opportunity to investigate some aspects of the social consequences of
sudden changes in physical location of the agency, the functions it
performed, and the way in which these functions were performed.

The library staff was a group of people which had been performing
specific services under certain conditions. What happens to the organ-
ization when these conditions are radically altered? In the most gen-
eral terms, that is the question which this study is designed to answer.

Since not all the changes could be described or explained, it was
decided to limit the inguiry to the examiration of the results of the
fire upon some aspects of the sccial structure of the agency. In order
to do this, certain more specific questions were posed:

First: What were the chunged coriltioas under which the agency

had to operate following the fire?






Second: Did these new conditions include new gcals and new means
to attain these goals?

Third ¢ How were the formally-defined social relationships of
the staff affected by the fire; and what effect did
these changes, in (1) and (2) above, have upon the in-
formal social relationships which obtained prior to the
fire?

Fourth: What means were available to the agency to implement
thess changes during the fire?

Fifth ¢ What was the relationship between the social structure
of the agency and the selection of certain means in
preference to other possible means in meeting the crisis?

These questions are primarily cencerned with the impact of unantici-
pat=d disruptive events upon a specific type of social organization. In
the case of the Michigan State Library, it was initially assumed that
this agency was an example of a bureaucracye. On the basis of this as-
sunption, it was decided to concentrate attention on the aspects of
social change which relate to the way in wnich a bureaucracy is organ-
ized.

As in any social situation of this kind, the major sources of infor-
mation were the individuals involved in thesa changes. An interview
schedule was designed, with the afore-mentioned questions in mind, for
the purpose of cbtaining the desired information. The schedule was ad-
ministered to as many of the library staff as was possible during the
four-month period of field research. This information, together with
that gained from the official records of the agency, constitutes the basis

of this study.
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There are some obvious limitations to any inguiry of this kind;
and there are some which are unique to this particular investigation.
The former will be only briefly indicated here, since both types cf
limitaticns will be treated at greater length in other parts of this
report.

First: Corcentration on one aspect of any event means that other
aspects — perhaps equally or more significant —-— are corpletely ig-
noreds This is the protler which every investigator faces. It is
felt that the recognition cf this limitaticn should bte made explicite.

Second: Amcng the more important of the methodological problems
which confronts all those who must rely upon what are essentlially sub-
Jective and personal accounts of a given event is the fact that tle
investigator is never sure that whit tiue actors say haprened acticlly
did higren, It ig bere maintained *that whot the individusls covcorned
say tock rlace e whether it 'reollyt' aid or not — is iwvportant. 1t
is upon tiese beliels that the irdividucls muct act. The major shore
of this report is bzsed upon inforzetion of this kind.t

The significance of this study rests upon the assumption that what
is true of a certzin type of socizl organization in a specific situation
can be partly generalized to other organizations of this same type under

similar conditions. Thus, if the Michigan State Libtrery is an exarrle

1. 0. I. Thosas' dictum, "I ren define situations as real, then they
are recal in their conseguences," arplies heree.



of a bureaucracy in a crisis, then an examination of the reactions of
this organization to this situation whculd yield informetion which
would give insight to other organizations go organized and facedwith
similar situations.

A more ccermplete statement of the specific problem followse



The Problem

This study will be concerned with an examination of the social
structure of the Michigan State Library during a period when the
normal functions of the organizaticn were disrupted by a sudden
series of unanticipated events. It will be an atterpt to:

A. Describe what happened to the organization.

B. Describe hcw tiie organization reacted to these events.

Ce To exglain through the use of some sociological concepts
concerning the nature of social organization, why these
reactions = rather than other possible reactions — took
rlace.

Assumptions:

1. It was initially premised that the Michigan State Library
was organized as what is known as a rational-legal bureaucracy. Tue
extent of its correspendence to a mcdel of a pure or ideal=type bu-
reaucrecy must be empirically deterrired. On a purely forral level,
it is possible to determire the extent of this correspondence by com
paring the rules and regsulations under which the orgeriza*ion must
function with the criteria which are used to define a bureavcrscy.
On the formal organization of the librery information can be secured
from 'objective' sources, i.e., the written documents which specify
the way in which the agency shall be organized.

In addition to this formal aspect of the organization, there

exist other relationships which are not 'officially' recognized, but






which are important in determining what the organization will do and
what it can do. It is not sufficient to know what the formsl struc-
ture of the organization is; one must also consider the informal
structure of the organization. This infermation must be obtained
from the personnel of the organization. The duties which were actu=
ally performed by the actors; the conditions under which these duties
were performed; and the informal associations which were formed as a
result of these factors are just a few of the considerations which in-
fluence the organization's behavior to any new situaticn. The use of
an interview schedule constitutes an attempt to determine the social
relationships == both formal and informal -- which obtained prior to
the fire. The schedule was necessary since the investigator was not
acquainted with the social organization of the staff before the fire
took place. If we are to know what changes took place as a result of
the fire, we must know what the organization was before the fire.

On the formal level, this presents little problem, since the documents
are available for examination. On the informal level it is consider-
ably more difficulte. (This presents a methodological problem which
will be discussed in another section.)

2. The organization of any human activity implies that cer-
tain desired goals are to be attaineds Bureaucratic organization
further specifies that the desired goals are to be attained through
the use of certain specified means. These goals are assumed to te
values for the individuals who are attempting to achieve them. One
of the goals of the Michigan State Library is that of serving the

people and the libraries of the State. The extent to which this goal



is valued or internalized ty the members of the staff influences the
;mount of effort that will be expended to realize this goal. We must
know, therefore, whether or not the values which are implicit in the
formal rules and regulations of the organization are also the values
which the actors consider most important, for the actors may define
these values differently than is intended by the organization.2 For
instance, seniority provisions may be viewed by the organization as a
means for insuring continued service. The actors may define this means
as the most desirable end, rather than a means.

3. A third assumption concerns librarianship as an occupa=
tion. If the actors who occupy the positions in this structure are
significantly different from those persons in other occupations,
then this will affect the way in which the organization is able to re-
act to a nei situation. Thus, it is known that the majority of 1li-
brarians are femalees There are physical and socially prescribed limits
to the kind of work they can do. If they are career oriented and
identify strongly with the occupation, rather than viewing the occupa-
tion as only incidental to a more primary interest, then this, too
will influence their réactions.

he It is postulated that the disruption of function may
have resulted in a change in the immediate ends and structure of the
organigatione If the performance of end A by the employment of means
X becomes impossible, either other means must be instituted to perform

other ends; or means Y must be substituted for means X in order to

2. In this context, 'organization! refers to executive or ad-
ministrative policy.
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perform end A. In our problem we would thus thirk that ideally, those
who held the positions of most importance and responsibility for the
attaimment of these ends before the fire will also be the most import-
ant and most responsible for the realization of thess ends during and
after the fire. The nature and extent of this disruption of func-
tion also influences the changes which must be made. The extent to
which physical facilities are damaged or destroyed and the extent to
which these facilities are necessary for the normal functioning of the
organization, influence the time needed before these functions can be
restored.

5. The resources which are placed at the disposal of the
organization will be partly determined by the importance to the larger
society of the functions which the organization performs. We would
expect that, in our society, the functions of a library are nct con-
sidered nearly as important or as vital as the functions of the State
Highway Department for example. This means that there will be a
relatively low priority attached to the reinstitution of these func-
tions by those who are in the position to make decisions about this
matter. OCbviously, then, the rapidity and efficiency of the restora-
tion of service by the Michigan State Library are dépendent not only
upon thé internal structure of the organization, but also upon the
relationship of this organization to the other groups and organiza-
tions, and to the society in which it existse However, we will not

consider this aspect of the prodem here.






In order to verify these assumptions, information must be ob-
tained about:

le The formal organization of the agency and the extent to
which this organization corresponds to an ideal bureaucracy.

2 The informal, or human, organization of the agency, in-
cluding those factors which might modify the operation of ideal bu-
reaucratic administration.

3¢ The nature of the disruptive events and the changes in
physical location. They will be assumed to be causally related to
the kind of changes in the organization which are observed after the
fire.

L. The new and emerging forms of social organization ob—
served after the fire.

The information, from (1) and (2), will permit us to reconstruct
the organization as it existed before the fire. This pre-fire social
structure will be compared with the emerging social structure in order

to answer — partially at least —— the problem.
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Method

The principle method of investigation for this study was the use
of a rather intensive interview schedule.3

This schedule was standardized only after ten interviews had been
taken. It was found that some of the original questions were either
difficult to answer, resented by the interviewees, or not particular-
ly relevant.e The schedule was revised accordingly.h

The first section of the schedule attempts to reconstruct the
work situation before the fire, by attempting to find out what type of
duties were periormed, the facilities available, and some aspects of
the informal structure. Section II deals with the fire in an attempt
to see what changes took place during and immediately following the
fire. As the questions indicate, this was also an effort to find out
what actors did the most 'important! jobs. By finding out what the
most undesirable aspects of the crisis were, one can infer from this
the values held by the personnel toward the jobe. Section III is a
further attempt to elicit these values == which are often implicit e
and to make them explicit, as well as to determine the work situation
following the fire. The last section was designed partly to leave the

actor with a favorable impression and partly to obtain information as

3. See Appendix A for the scihieduls used.

L. The use of a tape recorder had been considered but rejected,
since it was felt that this would only add to any reluctance that the
actors might feel about speaking franklye. Also, the facilities avail-
able to the observer limited the use of this rather cumbersome equip-
ment,



to the most important persons to contact for further interviews.
Each interview required from 30 minutes to two hours to complete.

The permission and cooperation of the administration of the
Michigan Stats Library was secured before any investigation was
attempted. An unsolicited announcement of the project was made
by the administration, which requested the cooperation of the
staff,

Every effort was made to assure the interviewece that his state-
ments would be kept strictly confidential. This assurance was re-
peated during the course of the interview, if it was felt necessary.
In light of these assurances, certain information which may be
relavant and significant has been omittedes It is felt that this
policy is both ethically and scientifically justifiable. The sthed-
ule was filled in at the time of the interview and in the presence
of the interviewee. The interviews were conducted at the place of
employment, and in a place which assured privacy. Due to the condi-
tions which prevailed at the time, this presented no problem.

Some LO of the fifty-one members of the staff who had been
housed in the State Office Building were formally interviewed.

They represented every department of the library. In no case was an
outright refusal received, although in several instances considerable
raticence was evident. In these caseg, no attzmpt was made to 'force!
any answers.

In addition to the formal interviews, casual conversations were
held with several members of the staff throughout the course of the
investigation. The observer was given permission to attend monthly

Staff meetings as well.



Information as to the formal structure of the organization was
obtained from the organizational charts and the formal rules and
regulations of the Civil Service Commission. A complete file of
newspaper clippings covering the occurrence of the fire was made

available to the investigatore

Limitations of Method

The investigator was an outsider who had had no previous con-
tact with any members of the staff, and was unfamiliar with the in-
formal, or human, organization as it had existed before the fire.

It is quite probable: that many comnents which were significant were
missed.

The older (in point of service ) members of the staif remembered
well a previous 'survey! winich was to have been confidential. Unforte
unately, it was not kept secret. Thus thess people were very cautious
about what they would say.

Since it was impossible to gather all the data at one time, many
of the interviews are widely separated in time. Many of the questions
dealt with a situation which had to be reconstructed by the actors.
Quite possibly they may have forgotten some of the significant aspects
of the situation. In addition, one must be aware that the actors them-
selves only saw a segment of the total situation. This situation was
probably defined in a number of ways, and was probably viewed from an
entirely different perspective than that of the sociologiste

Any control of the situation —= other than that control which a

standardized schedule permits == by the observer was out of the
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question, since the interviews had to be held at the convenience of the
personnel. Thus it is obvious that all the limitations which inhere in
any investigation which uses as its chief method the interview, applied
in this case; plus some additional ones which were a result of the
particular situation. For example, the composition of the staff was
such that it was difficult for any immediate rapport to be established
between the actor and the investigator. The personnel of the staff
discussed the kinds of questions which were asked, and thus some of
them were well aware of the questions that 'should! be asked.

The interviews took place during a four-month period — from
February 1l until June L, at which time the staff was once again forced
to move to a different location. This seemed to be a wise time to termi-
nate the investigation, since this movement introduced a new series of
changes. The process reported is not a complete one; it is still going
on, This study selected a certain period of this process for investie
gation.

Note: 1In the following pages, reference will be made to situations
which occurred and to certain statements which were made by members of
the staff. The content of the situations and of the statements has been
altered so as to minimize any identification of individuals., These in-
cidents are quoted because they illustrate a certain phase or aspect of
the reactions of thne staff. The content has been changed, but the mean=
ing has been retained.

We wish to make very explicit that this analysis in no way
implies any criticism of the staff or administration or of anyone con-

cerned with the library. This writer would not be qualified to make a



critical evaluation of the reactions, first because he is not trained
in library techniques and second, because this study ignores, for the

most part, this aspect of the crisis.

Theoretical Orientation

The growth an& development of the modern corporation, of large-
scale governments, of modern armies, and other large and complex social
institutions has beesn accompanied by the development of bureaucratic
administration. As a result of this, we find that definite structural
similarities exist in organizations which profess radically different
ends and utilize radically different means to attain these ends. For
example, the Roman Catholic Church and the Communist Party are examples
of world-wide organizations with different goals, but with similar
organizational structure. The significance of this lies in the fact
that certain kinds of behavior afe characteristic of this kind of
social organization. Thus, merely by knowing that an organization is a
bureaucracy, the sociologist can predict certain kinds of reactions
that will occur in it under certain conditions.

The word 'bureaucracy! has come to be a term of dyslogism for many
people, who use it to refer to those undesirable aspects of this form
of administration. Max Weber,s however, uses it in a fashion that is

quite different. For him it is the most efficient form cf soucial

Se dicher, Nax. Max Jecbir: The Theory of Socizl arnd Econoric
Organization. Translated by A. M. ienuerson and Talcott FParsons. Oxford
University Fress, New York, 1947. pp. 324 - 3L1 and Weter, ¥ax. From
Max deber: Essays in Sociolo;v. Translated by He He Gerth and C. Wrignt
Mills. Oxford university frecs, MNew York, 15L6. pp.196 = 2L5 are ths
sources of the following theoretical background.




organization fer modern socisty. It possesses technical superiority,
precisicn, and s.eed which cther forms of organization lack. The word
will be used here in a value-free sence, but at the same tinme Weber's
objective criterie of bureaucracy will be rctairede

Neber has constructed bureaucracy as an ideal-type. Tne ideal-
type describes the criteria for a 'pure! bureaucracy. As the word
'ideal!' implies, these conditions rarely exist in actuality. No one-
for-cre correspondence between the iceal-type and a particular instance
can be expected. Like the conditions for experiment establiched bty the:
physical scientist, wrich are only approxirated in any actual empirical
situation, these conditicns are logical constructs, from which deviation
always occurs.

For Weber, bureaucratic organization is a means of legitimizing
autnority on the basis of rationality and legality. Technical compe-
tence and knowledge, rather than tradition or charisma, become the
basis for acticn.

whether actions are raticnal or not can only be determined in
reference to some given end. The end itself may be non-rztional or it
mzy Vtranscend! rationality. Once the desired end is known, actions
can be evaluated as to their efficiency and probability of attaining
this end, whatever it may be. FPureaucratic organization is intended to
minimize all but the raticnel and legal bases for action. This empha-
sis upon rational-legal administration is the prirciple ideolcogical

premise of bureaucr:cye.
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Burcaucratic administrations.tisfies one of the conditions which
is necessary for the operation of a medern organization, i.e., perma-
nence. The organization must be able to functicn witnout regard for
the personality of those who are merbers of the organization. In a
bureaucracy tnere are no indispensable men; there are only indispens—
able positions. The bureaucracy is a retional attempt to avoid the
difficulties which arise when individuals rether than positions becoms
vital. If the mzintenarce of a social organization is dependent upon
the existence of cne individual, then with the death or passing of that
irdividual the organization also dies.

The positions in a bureaucracy are hierarchically arranged. Re-
lations are defined between these positions, each of which has a speci-
fied, delireated, and official area of authiority, responsitility, and
competence. In reference to official duties, the situation is (ideally)
completely defined == even to the extent of defining what is to be done
in instances which are not defined, or which are undefinable within the
rules of the organization. Once again, this represents a 'rational!
attempt to organize administration. Rather than reliance upon individu-
al intuition, judgment, or feeling the knowledge of experts and previous
experience is utilized to deal with the great majority of cases which
experience has sihown will fall in certain categorizable areas. These
instances are to be reacted to in accordarce with the existing rules and

regulations.
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The modern bureaucracy is characterized by the pressnce of a
profession. These hierarchically arrarged, permanent positions are
filled by those people who can satisfy the necessary qualifications.

This means that, usually, they must undergo a specified course of
traininge The logical result of this is that a group arises which is
devoted to 'public administration,! or to 'professional management.!

The ideal bureaucracy is characterized then by permanence,
hierarcly, and profession.6 Rationality and legality form its basic
ideology. The establishment of rational rules and regulations which
can be followed successfully in the majority of instances is its gov-
erning principle. Under these three characteristics, we will now ex-
arine in more detail some of the associated attributes of the ideal-
type ratiocnal-legal bureaucracy.

A. Hierarchy. Positions in a bureaucracy are arranged according
to a system of super-ordination = sub-ordination. Each position has a
fully defined area of jurisdiction, within which it possesses authority.
The rules, regulations, and laws which govern these positions are written
documents == 'the files! — and are available for reference. The position
possesses authority only in official duties. These duties and the corres-
ponding rights are defined by the fixed rules of the bureaucracy. Thus,
position is fully defined.

B. Profession. These hierarchically arranged positions demand cer-

tain specified qualifications which entail training. This training is

B. Laski, H. Bureaucracy. Encyclopedia of the Social Sciences.
Macmillan Company, New York, 1937. ppe 71 = 73.
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usually a pre-requisite for the holding of an office. 'Office' is de-
fined as, "A standardized group of duties and privileges devolving upon
a person in certain defined situations."?

The fulfillment of the cduties attendant upon the holding of this
office demands the full time of the official. This becomes his primary
duty, and the holding of the office becomes a vocation for the official.

C. Permanence. This is, in a sense, a corollary of the above —
for many of these rules and conditions operate so as to permit the organ-
ization to continue to function indefinitely. The presence of rules which
can be learned means that any one of a large number of individuals can
f£i11 most positions. The guarantee of a salary and the added inducement
of pensions and advancement based upon seniority means that the longer
the official remains in the organization, the more he has to lose by
leaving =- and this is considering only pecuniary loss.

It has been pointed out that this construct of an ideal-type bu-
reaucracy refers to the structure of an organization. Any bursaucracy
is characterized by the presence of rules of procedure. In this study
we are not only concerned with the presence of rules, but with the kinds
of rules which define the ends of the organization and which prescribe
or proscribe the means which may be used to attain these ends. The
structural similarity between a political and a religious institution
indicates that they are both bureaucracies, but it does not tell us
what the values (other than those values which are implied by any

attempt at the organization of activity) of the two institutions are.

T. Hughes, E. Co Institutional Office and the Person. American
Journal of Sociology. L3:L4OL - L13.
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If we are to understand the actions of a bureaucratically organized
structure, we must know what these values are since they influence the
content of rules and regulations which are present.8

It is further assumed that both the kind of social organization
present and the values of the organization influence the recruitment
and selection of the personnel who are to occupy the positions in the
structufe.

If the above is correct, then a functional? relationship exists
between the structure ;f the organization; the values of the organiza-
tion; and the recruitment and selection of personnel. Some of the chsr-
acteristics of the members of the organization are at least partially
determined by these factors. For the purposes of this study, more atten=
tion will be paid to the structural aspects of the organization than will
be paid to these other factors.

Of these other factors, we will consider the personality character-
istics of the actors only insofar as they are related either to the for-
mal requirements of the structure or to the values of the organization.

A number of writers —- Robert K. Merton, Thorstein Veblen, and John Dewey
among them ~= have pointed out some of the consequences of a specific
type of social organization such as this upon the personality of those in

the organization. (For example, a pre-occupation with rules and pro-

cedures may result in an over-emphasis upon means,,wherein the intended

8. See Elanshard, Paul. Communism, Democracy, and Catholic Power.
for a structural analysis which fails to take into account the different
value systems concerned.

9. 'Function' is used here analogously to the way in which it is used
in mathematics.
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means actually becorme ends. Thius the rcutine procedures which are de-
signed to facilitate prompt and efficient service, beccme valued for
themselves and not for the service which 'should' be performed.)

It is reccgnized that any research must necessarily ignore cer-
tain aspects of the events investigated. For example, there are certain
social, cultural, and technological conditions necessary for the exis-
tence of any institution. A psychological or historical or eccnomic
analysis cculd also be made of these institutions or events. The con-
centration of attention upon the structural aspects is in no way meant
to imply that this is the mcst important or most significant aspect.
Certain abstractions must be made, and for our purposes these abstrac-

tions are sociologicale.



CHAPTER II

FCRMAL ORGANIZATION

Introduction

We have, in a sense, begged the question when we assumed that this
particular agency was a bureaucrzcy. In this chapter, we will attempt
to verify our assumption that the Michigan State Library is — formally
et least —— bureaucratically organized.

Formsl crgsrization 1s important because it delineates the ends
which are to be achieved and the means which are == or are not — to be
used to achieve these ends. The ends and means are independent, ideally,
of the personalities of those who occupy the position in the formal organ-
ization. It is an attempt to substitute "administration by law" for
"administration by meq."

Not all groups are formally organized, but from what has already
been said, it is clear that any bureaucratic structure would — ty
definition e~ possess a formal organization; and in fact it is the
nature of this formal organization which in part determines whether or
not the particular organization is a bureaucracyf

Formal organization is treated here as th;£ aspect of soclal organe
1zation which is officially specified by written rules and regulations,
and which is exemplified in the organizational chart. We will examine
the formal rules and regulations which apply to the Michigan State
Librery and attempt to demonstrate that they satisfy Webter's criteria

for bureaucracy. We will consider first the way in which the library is
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organized, that is which positions in the structure are subordinate and
which are super-ordinate, and the relations between these positionse.
Next, we will examine the formally stated ends and goals of the ovrgan-
ization, and finally we will consider the rights and duties which in-

here in the positions as they are formally established.

Formal Organization

The Michigan State Library is an agency of the State of Michigan,
and as such 1s part of the larger ingtitution of State Government. Like
many other State agencies (and like all libraries) it is a service organ-
ization. Specifically, it was organized to serve the peopls and the
other libraries of the State of Michnigan. Like other State agencies
(and unlike most other libraries) it is governed by the rulas and regu-
lations of the Civil Service Commission. This, as well as the fact that
acceptance of Federal funds means that certain minimum experience and
training requirements must be maintained, lends added importance to cer-
tain aspects of this formal organization.

The organizational plan of the Michigan State Library is presented

on the following page.
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In the above chart we have used certain abbreviations to designate
the positions. 'L!' is the professional classification for the librarian.
The roman numerals designate the ranking of the classification. For
example, 'L. Ex. IIa' is read Extension Librarian, Class two a. The
three departments listed under the Reference Department are placed there
for purposes of administration only. As can be seen from the chart, the
Assistant State Librarian is in charge of persounnel relations. The
General Library Division contains departments wnich are common to most,
if not all, libraries. The other departments perform functions which
are peculiar to a State Library.

The formally-stated objectives and purposes of the Michigan Steote
Library will now be presentad.lo

The objectives and activities of the General Library Division and
the Law Library are:

1. The accumulation and preservation of material needed by
State Officers and employees and the citizens of Michigan.

2. Making the materials available by efficient technical
processes, i.ey, by convenient arrangement, by cataloging, and by
indexing. This exemplifies the traditional concept of service, "The
library is only a custodian."

3. Making information within the book covers available to
those who come to the library.

L. Making the materials in the library available to organ-

izations, libraries, and schools. Throughout the State, about 70 per

10. The following information is taken from the Budget Request for
the Michigan State Library for 1549 = 1950,
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cent of the work of the Reading Room Section and almost all of the
work of the Traveling Library Sections consists of filling requests
by mail from every county in the State. This work is channeled as
follows: (a) Localities having public libraries use the State
Library as an inter-library loan center for all the libraries in the
State, except tnose in Wayne County (which have access to the Detroit
Public Library.) (b) Any school or library in a community of less
than 2500 may borrow traveling libraries. From 25 to one hundred
books are loaned from three to four months. (c) Some 750,000
people in the State who live in rural areas have no local public
library. These people may borrow from the State Library on a short~
term loan basis.

5. Introducing important materials to those who can best
use theme This 1s a newer concept of service in which the library
acts not only as a custodian but as a readers' advisor, adult edu-
cation consultant, and research advisor.

The Extension Division's activities are carried on from offices
in Lansing, Cadillac, and Marquette. It is this Division's function
to:

1. Give advice and counsel from the best practices for
establishing, organizing, and administering public and school

libraries to board members, local officials, and interested citizens.
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2. Coordinate the library services of the State.
3. Coordinate litraries with cther educational institutions.
L. Collect and preserve statistics of our libraries and to
undertake studies and to disseminate the results.
5. Plan county and multi-county or regional libraries and
to conduct educational programs for larger units. The State Li-
brarian is authorized to develop a plan for the establishment and
location of regional libraries located throughout the state, based
on a detailed survey of the needs of the various localities. In
order to accomplish this, tiie State Library shall:
a. Establish grants-in-aid to public libraries.
b. Preserve the administrative minimum standards for
library service.
ce Prepare and administer standards for the certifi-
cation of librarians. The State Bouard for Libraries provides for
vocational workshops which give training annually to some 200
librarians in the smaller libraries.
de Inspect libraries which may be established or
assisted under any legislative provision for State grants to libraries.
Triese represent the formal goals of the Michigan State
Library. The Civil Service Code determines the formal structure of

the organization which pursues these goals.
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Every member of the staff, includirng the zdministrators —— the
State Librarian and the Assistant State Litrariun -- is appeinted and
ncre are elected. With the exception of the adrinistrators, whose
appointments are for a specified period of time, tne rest of the posi-
tions are safeguarded by the prcvisions of tae Civil Service Code of
the State of Michigan. The 'sphere of competence' of each position
is delimited by these same regulations. These regulations reccgnize
different levels cof authority and ability by estatlishing differen-
tial salaries and duties. The training reguired for each position
is specified and the significance of this training is erphasized by
these differentials. The members of the staff are all aware of
their ratings, i.e., Civil Service Classifications, as well as the
ratings of their fellow workers. They kncw the duties and authority
associated with the rating. Here then, is an 'cbjective' means of
determining the position of each member of the organization. One
knows from whom he is to take orders, and to whom he can apreal de-
cisionyu.

The occupaticn of librarian is rather well-fitted for a distinct
form of specializatione The cataloger in a State Library has no occasion
to do reference work — both jobs are specialities and are recognized
as suche The most important factor in determining the official class-
ification of a position is the training wiich is required for that
pesition.

Except in the cases of part-time employzes, the official posi-

tion does demand the full working capacity of the individual. Office
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relationship of any acter is not to Mre X but to, say, Heference Li-
trarien I -- who ﬁas certain duties, a celegated arvunt of authority,
end a recponsitility commengurete witin this authority.

For a nurber of reasons tie pecuniary rewurds of this occupation
are low, Houwever, in conirast with otiier govermnentzl burcaucracies
in which cormpensation for certein positions is well below that of
similar non-goverrwental occupaticns, the State Litrarian's salaries -
are egual to or betier than those of the aversee lilbrarian in the
United States.

Through an examinztion of the purely formal &pects of this
organization, it would seem that it correeponds ratner closely to
the iceal rational-legal burcaucracye 7Tnc influence of the codified
provisicons of Civil Service; the merbersnip in a larger governmental
institution; and the attempts of the cccupational group itself to

attain a recognized professionel standing; tepgethier with a numter of
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factors which are teyond the scope of this study, indicate tiwat on
the basis of formal organization, Weber's criteria are satisfied.
There are, however, cther consiaerations which influence organe
ization, and which are not forrally deterrinede Tne deviations from
the rules and rzgulations which the formal structure irposes must be
examined, as well as those relationshirs which are not directly
affected by the formal organization. This leads us to tae exanmina-
tion of what shall be termed 'infornel orgarization' of the litrary

before the firee.



CHAPTER III
INFORVMAL CRGANIZATION

Introduction

In this chapter we will be concerned with the analysis of "that
netword of personal and social relations which are not defined or
prescribed bty formal organization,“ll which we will term informal
organization.

Such a distinction is necessary if we are to understand more
fully the reactions of this orgsnization to a crisis, since there is
a wide range of possible behavior which is left undefined by the
formal rules of the organizatione.

Informal organization may be viewed as a necessary ccndition for
the development of any formal organization which is in turn a nece-
esary condition for the persistence and extension of informul organe
ization.12 The separation made here is for thepupose of analysis
only, and is not intended to imply that any serarate and distinct
organizations do existe The organizational chart — which is the
graphic representation of the way in which the library is organized —-
"protrays the norms of 'anztomye.' We must lock to the informal organ-
ization to understand the physiology of the organism and the dynamics

of its behavior.m3

11 11. Miller, D. C. and Form, W. H. Industrial Sociology. larrer
and Brothers, New York. 1951. p. 274
l2. Bernard, C. I. The Functions of the Executive. Harvard
University Press. Cambridge. 1550. p. 117
13, Mansfield, H. Ce and Marx, M. F. Elements of Public Adminis-
tration. Edited by Marx, M. F. Prentice-Hall-inc. New York. 15L5. p. 51
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Formally undefined areasmay vary greatly from one bureaucratic
organization to another. Thus the rules of a military bureaucracy
may govern the whole life of the individual for as long as he remains
a mermber of the organization. The rules specify with whom he may
asscciate and to whom he must pay symbolic deference. On the other
hand, the rules of an academic bureaucracy mesy apply only to a very
limited part of the individual's life. Our first problem, then, will
be to determine the extent to which the formal rules of the Michigan
State Library influence the staff members! lives.

We will also be interested in the manrer and place in which the
library staff operates. The rules of the formal organization of the
library state the kind of work which is to be done and specify the
place and time at which it is to be performed, but they do not deter-
mine the actusl physical ccnditions which obtain or the particular
pecple with whom the work is done. We will consider these conditions
as constituting the work situation.

It is necessary to know how the rules of the organization are in-
terpreted by both the administration and the staff, and how this interpre-
tation modifies the operation of these rules. We will be interested in
the relationship between the formal position of the actor and the way
in which the actor is ranked by his cc-workers. The importance to the
members of the staff of the goals of the organization will affect their
attitudes toward their Job and the values they hold. Closely related to
this is the orientation toward authority of both the subordinates and

the super-ordinates. This orientation will partly determine the



way in which the rules are interpreted. The morale of the staff, inscfar
as we can determine it, may help us to explain some of the reactions cf
the staff.

Finally, we will consider the occupational characteristics which the
librarian in the United States szems to have and the degree to which the
librarians in this study comrpare to the other members of the occupation.

These are a few of the informsl aspects of organization which we
will examine in this chapter. It is important that we know abcut these

aspects if we are to understand why the agency reacted as it did.

Work Situation

The place where the work is done, the kird of work which is dore,
and the cornditions under which it is performed, as well as those with
whom it is done, constitute important segments of the work situation.
Here we will consider the physical aspects of the werk situation in the
Michigan State Library prior to the fire.

The State Office Building was a relatively new structure, erected
in 1923. Its seven floors housed most of the State agencies. The
Mickigan State Library occupicd part of the basement floor, and the
ncrth end of the first and second floors. The large majority of the
staff worked in this building. The Law Library (four members) was
quartered in the State Capitol Buildinge The remaining merbers of the
staff were members of the Extension Department and were split between
Cadillac, Marguette, Lansing, and Grand Rapids. Our main concern here .

will be with those staff members who were quartered in the State Office



Building, since they were tlie ones whio were most directly affected by
the fire. (A floor plan, shewing the location ¢f the varicus departe
ments of the library in the State Office Building, follows on page
334.)

The physical facilities of the library bvefore the fire were con-
sidered inadequate by both the administration and the members of the
staff. "In the offices, desks are crowded together at a square foot~
age averaging from LO to sixty feet, instead cf the mini:um 100 feet
per person."lh Stack space was insufficient and "space for patrons
poorly arrarged and over-crowded."l5 0On tie basis of American Livrary
Association standards, the Michigan State Library was operating at a
C <4 1level of efficiency, i.e., slightly abovs average. Tue members of
the staff agreed with this analysis. The single most undesirable as-
pect of the work situation before the fire for almocst all of the starf
was the crowded conditions under which work had to te done.

Tae location of the State Library in the State Office Building
and within one block of the State Capitol mcant that the State ermplouyees
utilized the library facilities during their lunch hours. Thus, the
members of the library staff were forced to stagger thielr own lunch
periods to service tinis influx of patrons. This location was a desir-
avle one from the point of view of maximizing service to the State

agencies and to State employees, since, "Use decreases in proportion

1li. Budget Request for the Michipan State Library for 1949 - 1950

P L
15. Ibid., p 5
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to the physical distance of each department from the South Walnut (State
Office Building) location."© Unlike most public libraries, the Michie
gan State Library staff worked the same schedule as tne rest of the
State employees — 8:00 AM. to 5:00 P.h{.l7 five days per week.

The normal process of growth and expansion of any organization,
and particularly of a library in whicn growth is determined by the
increase in material which the library is surposed to make availabtle, in-

tensified the over-crowded conditions which prevailed before the fire.

Modification of Forwal Rules

In every work organizationy certain jobs are considered to be more
desirable than otliers and are ranked accordingly. Thus, certain jots
entail higher salaries, more desirable duties, honorific titles, and so
ons The Civil Service Coude institutcs a strict formalization of these
differentials — salaries are specified, duties and qualifications de-
fined, and ths position receives an official classification based upon
these considerations. In the case of the Michigan Stete Library, the
institution of the Civil Service Code is of recent origin (19L1l), and
these rules only served to supplement and did not completely replace
the previously established relationshipse. In other words, traditional

Iy R
ways of behavior served to modify the formally-defined behavior. i

l16. Ibid., p. 5

17. A skeleton staff remained on duty until 5:30 P.M.



When Civil Service regulations were instituted (on January 1, 15L1)
the administration did not react according to the rational and legal de-
mands of the new rules. According to the new requirements for the posie
tions which were established by the Civil Service Regulations, some of
the incumbents in the positions were not *qualified' to hold the posi-
tion. However, instead of proceeding to act 'logically' and dismiss
these persons and rerlace them with 'qualified! personnel, much of the
personnel were retained. An occurrence of this kind serves to empha-
size the point that there are various kinds of premises upon which
logical action may be baseds The selection of particular premises
will be dependent upon the values which are existent in the organiza-
tion and in the society. An administration cannot, as a rule, pro-
ceed to act solely upon the premise that ‘efficient, swift, and pre-
cise' administration is the only criterion to be considered. In short,
tradition cannot be ignored, when it has.become established over a
period of 30 years. This occurrence is one example of the limitation
whnich is imposed upon those who might wish to operate solely on the
basis of tefficiency! and to treat other relationships as unimportant
and irrelevant.

The ranking which is ascribed to each position by the rules of this
kind of organization does not correspond to the ranking which the actors
give to those occupying the positions. Position is uced here to desig-
nate the official classification of an actor, and includes the rights
and duties which devolve upon him as a conseguence of being assigned a

certain classification. 'Status' is used to signify the general ranking
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of an individual in the social system on the basis of his position, and
includes the esteem in which he is held. This definition recognizes
that the way in which an individual performs his duties may be as im-
portant, or more important, than the assignment of these duties.
Status refers to both the official position and to the subjective
evaluation of the way in which he performs in this position =- an eval-
uation which is made by his fellow workers. Thus, the position of an
individual does not necessarily correspond directly to his status in
the inforwal social system.l8
Thie non-correspondence of position and status is probably charac-
teristic of any system where there are formally defined social relations,
Professional classification = the basis for determining the position of
all the members of the staff —= is important in the determination of the
actor's status. The staff members realize that the possession of the
necessary training and qualifications is very important if the actor is
to advance within the library.l9The actors know their own Civil Service
' fﬁf&gé; and are aware of the ratings of their fellows. But other factors ¥
are also important in determining status. Length of service, memtership
in one department rather than another, and certain personality character-

istics influence the way in which the actor is ranked.

18. This use of status does not refer to socio-economic class
position or to the status in the community or inroneoccupationally re-
lated arease.

19. It should be noted here that professionals stressed the "ability
to get along with people,™ while the non-professionals stressed training
as being most important in advancing in the library.



20 cencerning status,

In reply to a question on the interview schedule
three pecple were nared three times as often as any others. One was an
administrator, the other a long-time member of the staff, and the third
a non-professional with a relatively low position in the formal structure.
A1l three of these persons had at least ten years service with the
library, and the first two mentioned were both professional librarianse.
It will be interesting to compare, in another chapter, this evaluation
with that of those who were considered to be the most 'valuable' during
the fire.

One of the main attractions of library work for these people is the
opportunity to 'meet the public.' The ability to perform this function
well is viewed as being second in importance only to training for pro-
motion. The importance of this aspect of the job is evidenced by the
fact that those who forwerly worked in smzller, less-specialized
libraries, and who are now doing work which does not permit this face=
to-face contact, missed this contact the moste In the State Library we
found a direct relationship between the position of the department (as
reflected in the number and percentage of professionals and high-class-~
ification jobs in the department) and the degree of contact which the
department had with the public. The Reference and Extension Departirents
have the highest percentage of professional librarians —= formally, the
Reference Department is composed solely of professionals, while the
Extension Department includes stenographic assistants as well as pro-

fessionals. These two departments are named by non-professionals as the

20. See Appendix A, questlion 34.
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most desirable in which to work, and the Reference Department is named
more often than any other. Although no member of the staff would ex-
plicitly rank these departments, the conclusion that these two depart-
ments possessed highest status would seem justified on the basis of
the above evidence.

Despite the fact tuat contacts with the public are considered to be
very important, no formal provisions are made for the official direction
of these relations. In order to fulfill this function, a person was
hired to take charge of these duties —- under the somewhat ambiguous
classification of Library Assistant. The individual hired had had ex-
perience in public relations from the standpoint of advertising and
publicity, tut had had no experience in library work. What is signi-
ficant about this, is that the position was, in a sense, created for
the specific purpose of handling public relations, although the need
for this position wzs nct formally recognized.

In another instance an individual was hired as a professional 1i-
brarian, not on the basis of a professional library degree, but because
he had had extensive training in child psychiology, and the position he
wes to fill was that which dealt wita children's literature.

Thiese examples illustrate tiaz fact that counsiderable leewsy may be
permitted the administration in the intevpretation of +the rules which

govern tne organization.



Values and Goals

Perhaps the most striking acpect of this orgznization is tha extent
to which the gcals of the organization (a3 furraily defined) are also the
goels of the actors. Tuere is a very strongly verbzlized acherence to
the goal of "service to the public." For every actor, this is the prin-
ciple and most important purpose of the library. The actors also tend to
identify strongly and positively with tie library. Some typical comments
are:

"T couldn't be more interested in the litrary."

"The librarvy is my family."
This identification is not confined to tune professionals, for it seems
to bte related to the length of service the inuividus=l has with the organ=-
izatione The longer this ternure, the more thie identification with the
ends of the organizatione.

The actors tended to reify the library, and thiey spoke of it as an
entity -- scparate and spart from the perscnnel invclvede Tunis reifica-
tion seems to be characteristic of all organizations, and it may be neg-
ative as well as positive. This can lead to a distinction tetween thie
actions of the 'Library' and those of the acters who carry out policy.

It seems doubtful if this tendency to reify is peculiar to any particu=
lar type of social organization or to the composition of the orgsniza=-
tion. Here, it is treated as a 'social fact.' Accuranyirg tais reifi-
cation was a tendency tc personify the libravy bty referring to certain
peorle as "being tre library," or "ie epitomizes the litrary." Tiis

persoriication wes alweys used in a complimentary sense.
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It is intereotirg to note that thoce tho lendencies e, in cre
sense, irccnsistent and cortracictory. 1€ tie litpesry ezisls serehow
independertly of the particular people who cccupy the positions irn the
structure, tncn the personality of thece individusls should not be im-
rortant. Eut it shiould be pointed out that a chonge in persconrcl
affects tne inter-rersonel relztionships of the staff and thus may
readily affect tue 'charactir! of tus orgamization. GObviously, the
faet that these two tendenciey ars logically inconsistent decs not nesn
that they are not significant cr that they cannct be adritted ard dis-

4

cussed meaningfully by tre ectorse

Merele

The great wajority of the stafl expreosed satisfaction with tie
jebs they helde This was particularly true of tlie prolucsionels and
sub-professicnals. Although the actcrs may have been reluctant to ex-
rress dissatisfaction to an outsider, the impression remezins that tiaey
were nonest in tueir exrressions of job sstisfecticne OSume verification
of this is provided by tne facl tiiat many of the indiviuuals Lad lorg
terms of service, a factor which can signily ssveral thirgs: pituer
thie actor remaired at his job because he enjoyved the work, or le
clairs that he enjoys the work because he has teen 'forced! to remain
on the job. Nore cf the professionals mentioned going outoide of tae
library rrofession for anciiner jobe

"

The admiristration had described rorale as "high.““l If rorzle is
adequstely reflected in jou satisfaction, acceptance of the gozls of the
organization, and continuing service, our cencluwions from the above evi-

dence would be that the administrationt!s estimate was corrzcte

21, L .t ﬁ.t'b”" Cje Ci".co, Ee 2




Orientation Toward Authority

A more difficult asrect of the ini'crmel organization to evcluate
is the orientaticn of the adriristration.?d Tne rules may be strictly
enforced = "by the took" -- or a good deal of latitude may be sllowed
in this enforcement. Tue administration may corsume rost time and
energy in the management ¢f external rathier than interncl relationse

The admiristraticn of the Michigan State Libtrery scemed to mzake a
conscicus effort to maintain a 'democratic'€ rather tharn an 'authori-
tarian' policy in regard to internazl relations. It mesintained an ‘open-
door' policy, ie.e., any member cf the staff was to feel free to approach
the admiristration with ary problems cr sugpestionse To achieve this
end, an effort was mude by the administration to have lunca with merbers
of different departuments once a weeke In addition, staff 'teas' were
held monthly. The marifest function of the teas was sccial, tut they
also performed a number of other functions, primarily in aidirg commun-
ication and maintaining informal solidarity. The teas were the orly
times when 211 the merbers of the bteff were togethers

The nature of the professional librarian's dutics mukes any attenpt
at cornstart and direct supervision izpossible. It is releatively diffi-
cult to perform a time-study on the process of answering a reference

question. This situation corkined with the tendency for ary bureaucratic

Z1. VAdrministration" is used bere to designate those actcrs cccupy-
ing executive positions and who are formelly responsitle for the opera-
ticn cf the librery, nsmely the State Librarian and the Assistant State
Librarian.

22, The werds 'democratic!' and 'authoritsrian' imply nothirg about
the relative efficiency or supericerity of eithier process. See, Bendix,
Re Bureaucracy: The Problem and Its Settinges Armerican Sociclogical
Review. 12: 453 = 507
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administration to be concerned with externsl rather than internzl re-
lztions, meant that the administration wes more concerned with matters
of policy thsn with the meintenarce of any strict discipline. Internal-
ly there was a minimization of those formally-defined differentials in
salaries and duties. Thus there were no separate recst-rooms for pro-
fessional and non-professional workers. Asscciation on the job secemed
to be on the basis of the departrent in which one worked, rather than
whether cr not the individuals were both prcfessiocnals. This may be
contrasted with the organization of other tureaucracies where one's
associations are‘determined by nis position in the hierarchy. This

is not to say that these differentials were not recognized, but the
staff was relatively small and there was little need for symbolic dif-
ferentiation between positions. There may not be the nced for the in-
fcermal intensification of what everyone already knows. Some of the
newer members of the staff expressed the opinicn that the staff was
"too loosely organized," an indicetion that they were not aware of the
informal rankings and precedents which had become solidified over a
long period of time -- 30 years for sore members of the staff.

There was no doubt in the actors' minds that the administration
'really! made the decisions on matters of policy, but as one actor
pointed out, "Sometimes there's Jjust no use in making formal decisions,"
irplying that informzl decisions are made on the basis of tradition and
Precedent which are accepted by both subordinzte and super-urdinate. For
exarqle, any attempt to institute separate facilities for the use of

pProfessional and nonprofessional staff members during their leisure time



would very prcbably be resented and might possitly be urworkable. There
are some areas wherein formasl decisions contrary to certain established
traditions would be ineffectual. When both the goals of the actor and
the organization are similarly defined, this may present no difficulty
whatsoever. It may quite probably facilitate actions, since a large

area of agreement woulcd negate the necessity for mary formal decisionse

Communication

Under ordinary conditions the process of comrunication wes a fairly
simple one. The staff was small, and a good share of the staff was lo-
cated in one building. Staff bulletins, bulletin boards, and the monthly
staff teas served to supplement the usual procedure of orders flowing
through channels. As we have mentiored before, the members of the s taff
were well aware of the positicns held by their fellows and cf the authore
ity that these positions possesseds In the great majority of instances
the normsl chanrels of communication were quite adequate.

The 'open-door'! policy of the administration was seldom followed.
The members of the staff almost invariably went !through channels.!

The communication process was affected by the physical separation
of some departmnents from others. For example, when the actors were asked
which department was least affected by the fire they seldom mentioned the
Law Library. This department was actually least affected by the fire since
it was housed in the State Capitol, and would have been the 'logical' reply
to the question. All the members of the staff 'knew' that the Law Library
was part of the State Library, but because of this physical separation and

the fact that it performs very specialized functions and has little direct



cortect with any of the other departmente, it wos rob clozely assceizted

with the 'Litrarvy' ty *tie scleorce

Jeeupational Cueracizristics
Infermal ovganication is asually affsct:d Ty the ocovraticrnzl
cultures" of ti.ece in the crgopizaticrn. Trore ere zooe catstundinz
ciwracteristics of the siodf whleh covurt be ernpleiacd editlior Ly the
wey in wihich tae ctructure is foirally orge-ized cr tae irforrzal re-

lationst ips wnich cbtnine  Theoe crurzcterictics ara coniso fueitas of

membership in a sneeific ceeupalicn, wiich haw a2 gpecific history and
a certzin social preoetige and wulich aetiracts now penbers (at le t

partly) for thzse reasons,

There is, for =zourle, no formal rule which reguires thot ti:c 1i-
brarians be ferale. howaver, &a11 btut two of the professional librariacs
are femzle (cne rale profg;sionel wzz act*irg in the capacity of olnin-
istrator.) Cf the eight reles on *he ctetf, five were evrlered in jobs
of low yousition —= shipring or messenger werk.  Tuls przponderatnice of
women hes sc.e far—rsachisg structural imrlicaticns.e The rele of the
male =drinisirstor whoce durn-diate zapeoricr and all his sutordinaie
Serartrant heads (W th tue evception of the h=ad of the Stipping De-
partment, waich is trzditicrally a rzle occipation) ars femzls weuld
te a diTficult ore. Oirce it i¢ alsce the job of tie assistont Litrarian

to hardle perscrasl ranggenent, w2 weuld exyect that this positicn would

e mors difficilt than if a more taleoncsd, or wors conventicral, son-
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aspect of the situation with which we cannot be corcerned. What we are
stressing is the fact that this positionlis potentially stressful for
any male who holds it, because of this occupationally-related character-
istic of the library staff. Also, since in our society women are dis-
criminated against, this means that the male professional is more likely
to be promoted to administrative positionse. We found tnat 211 the pro-
fessional males were, or aspired to be, upwardly mobile — one already
an administrator and the other two with that position as their gocal.

There are historical reasons for this high percentage of women in
the occupation. We cannot here deal with these historical reasons, but
in the following pages we will point cut certain aspects of the occupa-
tion which seem to be a result of the selective and recruitment process
of the occupation. We will present the findings of other studies, much
broader in scope than this one, and then compare the Michigan State
Library with other libraries.

Amy Winslow?3 in comrenting upon the picture of the average librarian
as presented by recent research, deccribes the following as tie principle
characteristics of the librarian:

Ninety-two per cent of all librariars are femalce JSalaries are
higher for males than for females, The librarian is 'reasonably
well-adjusteds She has pocrer leadership qgualities than the average
university student and greater feelings of inferiority. Seventye
four per cent of all librarians would probably or certainly choose
the same career, but would not recomrend the career to others. The
most difficult problem for the library administrator is that of
securing qualified personncle.

Miss Alice I. Bryan, who made the research upon which Miss

Winslow comnents, says:zh

PR
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. 23, Asheim, ¥. A Forum on the Public Library Inquiry. Cclumbia
University Press. New ¥ork, 1951. ppe 92 -

2. Personal communication from Miss Bryan dated April 25, 1951
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My librurians had strong literary-aesthetic interssts, their
leisure time activities tended to be intellactual and scdentary.
They tended to be bLelow average in social ascendancy and to have
stronger feeclings of inferiority thian tue average college student.

A large majority are harpy in their work and they chose librarian-
eiilp as a careecr because they like books, library wark, and tie
library enviornment. Economic motives play a small part in their
choice of livelinocds Thiey would like scme of tue advantayes
that unionization would bring, but on the whole are opposed to
library unions. Many fear that working under Civil Service,
while it migut bring some bencfits, would result in a loss of
identity for their group among the larger groups of municipal
employees. Education for themselves and for others is one of
their cnief values. They have high idcals of service and a
strong belief in tne efficacy of books and readirg to preserve
the values of tae civilization.

There are somne limitatlons apparent when we atterpt to cowmpare tle
staff of tie Michigan State Library with this ‘'aytiaically typical! 1i-
brarian.

1. Miss Eryan is a psychologist, and her investigation util-
ized tests and techniques waich were not available for ocur studye. Thus
we have no index as to soclal ascerndancy or feelings of inferiority.

2. The Public Library Inquairy was a study of public and state
libraries, and the personnel of the Micihigan State Library may ve differ- .
ent from those in other libraries.

3. Tue YMichigan State Library is under Civil Service Regulations,
a conditlon which does not cbtain for the majority of libraricse.

We did find, however, that there was a cluse correspondence between
the characteristics of &ll librarians and those of the members of the
Michigan State Library Staff. (This assumes, of course, that the sample
chosen for investigation by Miss Bryan was representative of the occupa-
tion.)

The same preponderance of females found in the Michigan State Library

is characteristic of the occupation in general. Like other librarians,






these were well-satisfied with their jobs and held many of the values
mentioned by Miss Bryane. If social participation (which we attempted
to determine by asking Questions nine, ten, and eleven) can be related
to 'social asceﬁdancy' then the same relationship would hold. We found
that the majority of the librarians did not participate in outside activ=-
ities to any extent. Xany of the professionals belonged to library
associations and societies, but "Je're just not jouiners," scems to be an
apt description.

We were interested in some things which Miss Bryan does not discuss.
In an attempt to determine the librarian's self-image, we asked question
thirty =— "Do you think that most people have the correct idea of the
kind of person the librarian is?" —— Although the answer to this ques-
tion was almost invariably an immediate, "Nol" the respondents showed
that they were well aware of the image of themselves which the bublic
holdse Some of the members of the staff thought that this stereotype
does have a basis in fact and that it fitted perhaps 25 to 50 per cent
of the staff. The staff members characterized this stereotype in this
way: "The librarian wears black stockings and horned-rimmed glasses. .
sha's fruasy and old-maidish. . I always think of a librarian as a per-
son whose slip is showing. . .the librarian is kind of like a school
teacher.”" Most of the items mentioned were considercd nagatively by the
staff mezxbers.

In other research2s it was found that college students' impressions

of librarians are about one-half negative ("introvertcd, queer, eccentric

25 Form, W. H. Popular Images of Librarians. Library Journal
71: 851 -855.
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Underneath they are inhibited, slightly neurctic and conservative
in sccial and political relaticrs. . «They lack positive persoral
.=.1t'cribu1;£:s."26

This image of the litrarian that is held by tae public, and of which
the prospective litrarian is well aware, is prcbelly one of the factors
which has resulted in a decrease of nine per cent in library schoel en-
rollment tetween 1940-L1 and 15LE-L9.

The occupaticn itself hes a rather ambiguous statuse As Z. Ce
Hughes points out, "e study (The Public Library Inquiry) indicates
pre-occupation with professional standing. A new and self—ccnscious
occupations (is) strivirg hard to be a professicna and (is) dreadfully
afraid that ncot all librarians will observe comparny manners and thus may
hust the reputations of others."¢T Tre classification of sub-profzssicnal
is unique to the library. It refers tc an incividual who has had cecllegs
training but who does not possess the library degreee In this attexnpt
to attain recegnized professional standing, regquirements are raiscd anrd
become mcre important, ancd tiils in turn acts o limit further the re-
cruitment of pecple into tne ficla.

In the case of the Michipan State Librery, a further complicaticn

presents itself. If we are correct in identifying this organizaticn as

¢6. Ibid., p. 8%
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27. Asheim, &. F. op. cit., pp. 107 = 17¢
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a bureaucracy, then in many cases the professional will also be a bu-
reaucrat. The enactment of these two roles of professional arnd bureau-
crat which may be inccmpatible, would be difficult in some cases., In
addition, the professional requirements may not be strictly functional
in all cases. If we examine a roughly anelogous situation, it may idp
us to understand some of the possible difficulties.

The physiclan or attorney or minister who enters military service
as a professicnal would be subject to two separate and in some arezs,
different sets of rules and ethical codes. He would still be a profes-
sional but he would also be a member of a very highly bureaucratized
organizations The playing of these two roles might prove to be ex-
ceptionally difficult. The actor in this situation may be confronted
with a dilemma, i.e., he must choose to remain a professional or to
become a bureaucrat, and he cannot do both. Generally then, we would
expect that when the actor 1s playing a role which is governed by rules
an& ethical codes which are not wholly compatible, this rols becomes a
difficult one to play. The Michigan State Librarian may be in the posi-
tion of being both a professional and a bureaucrate

In addition to these structural and occupational characteristics,
there exists the fact that the library is performing a service which, in
our society, is not generally viewed as vital to the society. This
affects the amount of money allétted to the library and thus limits the
expansion of service, the salaries which may be paid, and consequently

affects the recruitment of pcrsonnel for the occupation or profession.
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Despite the fact that professional standing is becoming more and more
important, the rewards are not commensurate with the training and the
cost of prepraration for the profession.

Let us briefly summarize our findings as to the informal organiza-
tion of the Michigan State Litrary:

The group with which we are immediately concerned is composed of
51 memters, most cf whom are womene It is stratified on the basis of
formal position, seniority, age, and personal evaluationse There is
a close correspondence beiween tlie merbers of this group and the 'typi-
cal! librarian. Morale was high and most of the actors considered the
library a good place to work, even ticcugh the conditions were not ideal.
Contrary to principles of bureaucratic organization, a democratic orisp-
tation toward autliority existede The formal patterns of orgarization
were modified vy tne oreration of the informal organization.

There exists an area of potential incorgpatitility between the formal
requirements of the organization and ths traditicnal patterns of beh:z=vior,
e.g., the maintenance ol an 'open-docr! policy is contrary to the besic
principle of hierarchical arrangewent and process of com-unications
Although they were memters of a bureaucratic organization, the members
of the staff did not thirk of themselves as bureaucrats, but as profes—
sionals. The playing of the role of a professional in a bureaucracy is
a possitle source of tensicn, since tuhe pousition may involve a nurber of
incompatibilities. ‘e found that the male sdmiristrator in a female-
dominated organization is in a potentially difficult position. It is
prubable that a decision will have to be maude as to which of several

fhilosophics of library service are tc te adortedy, i.e., whether to
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enmphasize the function of tiie litrary 23 a depository or to atternt to

further extend the services of the library as much &5 possitle.



Trns CRISIS

with the forral and informal organization reconstructed, we now
shall turn our attention to tie fire. Nct all aspects of the crisis will
be considered, rather it will be exzmined in lipht of tue framework we
have used for the consiceration of the library as it existed prior to ts
fire.

'"Crisis!' as used lLere has a cpeclfic meanirge Uie have delinec

.

it to refer to a suddin serics of unanticipatad events which resnlis in
rrilorged wisruption of the normal functions cf the crganization con-
cernedes  1he enpinsis upon dioruption cf function scrves to focus ation=
tion upoen the orgenivational aspocts.  One can determine whetiler cr not
the events are anticipated by reflurrirg to tre rules of the orgrnivaticn,
An arry, for inctaice, proviues rddes for =ctlion auring retrezt o uo-
feate WlULIr Lilrly brosd lirdts, dicripticen of Loctlion con e wotor—
rired 'obdectivelyet In this povtiestar drlithece, tae wepmol O Gao-

ruption con te Geterrined relatively ereilye

Review of luciolepicel Titerature on Cricis
Tiiere secls te be a cinsliuverable difference of cpinicn in socio=
logical literature as to the uve of 'erisis! as a sociclogiczl corcepts

bicrey“® defines crisis as "a state of emergency trought about Ly lie

B bidney, Ce We Tue Curcept cf Cultural Crisise Americun
Anthircpolepicts Lb: 520 - SUC,
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suspension of normel, cr previously prevciling techknolegicaly sccial or
ideological concitions." This definition closely perallels tae one used
in this study.
7il P e 40 4o . . . !
However, Mowrer,<” equates crisis witn disorgenization, anc LescuresY
uses crisis to mean econoric depressicn. Nedtier of these two aefinitions
were suiteble for our purpcfcse
) 21 s 22 A 23 fese : :
¥owrery- " Hugiiwes,- < and Argzl1l-- all treat crisis in a bresa secietlld
ranner. For Muwrer and hugles, war snd deprescion are tie majer crises
and they are sralyzed in respect to their affect upon the scciety,
rztier tnan upon the structure of a specific orgarivation.
A number cf studics have been cone on the affect of a personal crisis
- 3y . . . .
tpon perscral orgarization,-“ but these are primarily from tne poychiclog-

ical or peycniatric viewpoirt rather than a siructural onee

27, Mowrer, E. R. Socizl Crises and Socinl Disorganization.
Arerican Sociclogical Reviewe 15:60 = €4,

3Ce Lescurey Jo Crisise wrevcloredia o thie Socliel Sclencous
YVacmillern. New York, 1$37. Ve 3 = L, roe ©55

31. Mowrer, E. Re. op. cite

32+ hughes, &s Co The Impact of War on American Institulions,
American Journal of Scciclopye LE: 398 - LO2.

33. Angell, R. Co The Family Encounters the Derrcssion. Scritners
Mew York, 1536.

2Le Some examples are: Grinker, Re Re Yen Under Stress. Blaikston
Press, Philadelrhia, 15L5. Bettleheim, Be Individual and Mass Behavior
in Extreme Situatiors. Journsil of Abnoreel ard Socisl Pevcholegy. 30:417 =52,
Bloch, He A. The Personziity of lunates of Concertrationl Garmpse American
Journzl of Sociolcgy, 52: 335 = 3L1l. EKramer, R. The Conceptual Status
of Social Disuvrganization. Anerican Jourral of Socioclegy, LE: L6E = L7k,
Malamud, I. Te Fsychology Applied to the Study of Social Crisise Amere
ican Journal of Sociclogy, L3: 576, 799. Stoulffer, ete al. The American




There is considerable literature in the fiela of social disorgan—
ization,3h but the use of the concept of disorganization involves a
number of difficulties which we wish to avoide The statistical indices
used to 'measure' disorganization reflect a normative definition of the
terme O(ne is also confronted with the problem of deciding whether
social disorganization must also involve perscnal disorganization or
vice versa. The term itself connotes a Judgment of value, and we are
not interested in making value judgments here.

More difficult to overcome than these conceptual difficulties is
the lack of any sociclogical research on a specific crisis situations
As Guthrie35 points out, "The records of such actions (reactions to crisis)
can be secured and read by anyone interested, but the effects of the
sbock on the people affected and on the social institutions and activities

of the community are not so apparent nor is the information so accessible.”

Soldier. Princetoun University Press, 19L9. Vols. I and II. Indvstrial
aonfliQE. Firs* Yearbook of the Society for the Psychological Stua.y of
Social Issucse &dited by Newcomb, T and Bartmann, He ﬁf Cordon company,
1533. For additionzl information concerning the way in which this cone
cept has been used in the social sciences, see: Gwinn, J. Be Do Disasters
Help? Social Forces, £: 336 - 3{9 and Guthrie, E. F. The Crisis Concept
in the Approach to the Problem of Persobnality. Social Forces, 13: 3£3-350.

3. Some examples are: Blumer, H. Social Organization and Individual
Disorganizations American Sociological Review. L2: 871 - 877. Elliott,
M. A, and Merrill, Ee. Eo OwCial Lisorganisaivione Harper and Brothers,
Chicagoy, 1539. Faris, E ard Dunham, He We Mental Discorders in Urban Areas.
University of Chicago Fress, 1$39. -

35 Guthrie, E. Fo» The Crisis Concept in the Approach to the Prob-
lem of Personzlity. Social Forces, 13: 383 = 390,
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In the past 23 years we could not find in sociological literature
any empiricel study of a specific organization in a crisis situation.
Here, as porularly, crisis is used with a literary mecaning, rather than
as a 'scientific!' concept.

A semi-gociologicsal investigation of the operation of various bu-
reaucracies prior to and during a mine disaster is given by John B.
Martin.36 He points out some of the characteristics of bureaucratic
administration and the consequences of these characteristics when the
four bureaucracies concerned were confronted with a crisis.

The novelist, of ccurse, is primarily interested in crisis and its

affect upon the characters he creates.e In The Naked and the Dead§7Norman

Majller attempts to show how membership in an Army platoon under combat
conditions affects the personality of those concerned, and how the opera-
tion of this formal organization is modified by the informal groupings
and associations which take place under these extreme conditionse Irwin

Shaw in The Young Lion538 deals with somewhat the same problem. There

is in this novel explicit awarencss of the similarity of military organ-
izations and their effect on perscnality, whether these institutions are

in Germany or the United Statese The Rest They Néed38resents a novelist's

interpretation of the inter-persenzl relations in a large modern office,

36. Martin, John Bs The Blast in Centralii No. 5. Harpers, March

37.Rinehart. New York, 15L8.
28. Rancom House. New York, 15LC.

39. Lyons, Herberte Dial Press, 1550.
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with particular stress upon the 'Office! not only as a place where wcrk
is done, but as a position of stress and strain. This list cculd be con=
tinued without any difficulty. The novels and short stories of Farrell,
Faulkner, Wolfe, Dos Passous, Steinbeck, Sartre, and many others ell deal
with crisis, and many with the crisis that the individual faces in this
scclety, or in particular segments of this society.

In this investigation of crisis, then, we had to proveed witiucut
the benefit of other erpirical studies in the same areca. The considera-
tiorn of the structural aspects of a specific organization in a crisis
situation secms to be a field in which there are little or no scciolog=
icel datas The folluwing section will attempt to show that thie Mickigan

State Library did, indeed, face a crisis.

Physical Effects of Crisis

The actiuns of an arsonist in the State Orffice Building precipitated
the reactions with which we are here concernede Before the fire which he
started was officially declared out -~ scme ssven days aftcr the blaze
was discovered — between $5,000,000 and §7,000,000 damape and destruction
had been done to the State Office Building. The Michigan State Library
suffered damage which, for a library, was "the greatest in the history cf
the Undted St&ates.“ho The damage from the fire itself, together with the
effect of the millions of galluns of water taat had been poured into the
building in sub-zero temperatur=s made the facilities cf the building
unusuable for an indeterminate period. Consequently, the ncrmal func-

tioning of the library was absolutely impossibles

LO. Kremer, Alvin. Lansing State Yournal, February 15, 1951. p. 1




Alrost over-night the library staff found itself without a place to
work, minus its facilities, and with an urkncwn — but preoosbly lerge —-
proporticn of its books destroyed or damageds No personnel of the staff
were injured in the fire dus to the [act tuzt it was started during tle
lunchk hour, ana that it spread slowly.

Thus, these events were sudder, uranticipazted, and served to com—
pletely disrupt the functioning of the litrary and of the library staff.
It is ncw our prcblem to describe and attempt to explain the changes in
the pre-fire social structure of tie staff which tock place during tne
periocd of reaction to the crisis. This process of reczcticn to the crisis
will be considered in two sections. Tue first period corsidered will be
the "first week" —-- as the personnel came to refer to it. This period
covered the duration of the fire, as well as tine first few days of mcve-
ment to new locatioums and the initial removal of bocks to these tempcrary
quarterse From that time until the coumletion of taz study, which was
also the time of anotaer moveirent, will be treated as a separste but re-
latcd pericde Tuis division is not entirely arbitrary, since the personnsl
concerned referred to tlie crisis in thds waye "The first week" becae an
alnocst idiomatic expressiones It must be reiterated that this process of
reaction is still going one. It will probably continue for many yearse
Thus, cur view will bte a very much segmentalized ones The long-run
effects will not te knuwn for a good many years = the decisionrs which
will determine the future of the library nave not yet been mades The analye
sis presented is by no means intended to be a corplete analysis. It is
intended to present a picture of the way in which the social organization
of the library was affected by the crisis within the first thirce months

of the process of reactione.



Emotiocnal Reactions to Crisis

Here we will shift our emghasis from tiie socivlogical aspects of the
crisis to consider the attitudes and emotional reactions of tiie members of
the staff to the crisis -- essentially a social-psycnological problem.

We will dezl only with thcese reactions winich can be related to tha cate-
gories we have previocusly utilized for analysise Tucse reartions which
wera idiosyncratic cannot concern us here.

It was otserved that the 'typlical! reactions were similar to those
reactions which have hzen described as accompanylng beraavcmﬂnt.hl Eliot
points out tnat, in our society, the initial shock of bereavement is ac-
corpanied by disbelief and despaire This loss affects the whole 1life
situation of the person concerned. As a result there are many insistent
habits to be reconditiored, broken, or transferred piecemeal, and some
of them may prove persistent beyound corntrole Recovery may be found through
work routine or ceremcnials. A certain ambivalence is often felt, and
finzlly a re-orgunization cf life habils is necessarye.

%e will attempt to show that this is the pattern of the reactions
of many of the menbers of the library staff. These attitudes and re-
acticns were most evident in thouse individuals who had long tenure and
vho were also professicnals. They were, however, by no means restricted
to this group. When we recall the closs identification which many of
these individuals felt with the library, we see that for them this may

well have been a personal crisise This is understandable when we

Ll. Eliot, Thomas D. Bereavement: Inevitable but not Insurmountable.
in Becker, He and Hill, R. raroly, darriage and farentuouvde De Ce Heath
and Company. Boston, 15L:8. pr. oul = €9,




realize that for tihe bureaucrat the job becomes a vocation to which he
devotes the major share of his time and energy. Along witn tids formal-
ly-stated requirement thera may also tzke place an emotional attachment
to the performance of certain duties under certzin conditions to wuich
he has become accustomed. The performance of the job itself may take on
values which are just as important as the achievement of the ends which
are the gosls of the organization. The very rules of the bureaucracy
which wer: designed to insure long and efficient service with a minimum
of emotional attachment and non-raticnisl influence, thus may create sit-
uations which they wers designed to prevent.

The expectations of tue informal organization may operate to instill
this kind of idcntification. (In many bureaucracies this is calculated
inculcation.) Those occupational characteristics of long-service, fave
orable attitudes toward the job, valucs which were closcly related to
thoce of the occupation, all worked to make this crisis important to
the person as well as to the actor who held a certzin position in the
structure.

¥ien the fire was first discovered, none of the staff considered it
to be serious, "things like that had happencd before." Some cf the staff
members had to be ushered from the building by the State Police, because
they refused to believe that the fire wculd be serious enough to disrupt
this work, "which after all, had to be done.™ In spite of the fact that
temperatures were below zero, some of the staff left their personal be-

longings in the building. This immediate disruption was viewed lightly,



and many of the actors said that they, "felt like kids who'd received
an unexpected holiday."

However, wiien the fire continu=d to spread, this feeling was re-
placed by one of incredulous acceptance. There seemed to be every reason
to btelieve that this fairly modern, '"fire-proof' builling could withstand
what was thought to be a minor blaze — but one could stand across the
street and watch the fire gain headway. OSome of the members of the staff
came back to watch tne fire, and when they saw that the buildirg, and the
library, was being destrcyed, "we just stcod there and cried." The first
meeting of the departzent heads was held in the State Capitol Building
from which the blaze could be clearly seen =— 2 setting wihich held ele-
ment3s of trauna for many of these staff memiers.

For the first week of the fire one of the mcans of recovery — work
routine =— was denied these people. For the first week of the actual fire,
no one was allowed in the building without special permission, ard no werk
could be dcne under these conditiorse Therefore, tue staff members had
to aizit a call back to worke

The first two weeks of the actual salvage operaticns were accompanied
by a kind of mild exhileration at being able to "do something for the
library," in spite of the fact that this 'scmething' was of a very diffi-
cult nature. This eagerness had, of course, dysfunctioral as well as
functional aspects. The personnel involved tended to repeat jobs which
had already been done, and to work at a pace which was over-tiring, rather
than take occasional 'treaks.! With but few exceptions, this eagerness
and willingness to do thess difficult jobs held true for all members of

the staff. (One of the noneprofessional members of the staff workad

full tims even though ke was only paid for one-nalf time work — evidence
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that this eagerness was not restricted to professicnals.) The initial
reaction, in the opinion of the administration and the rest of the staff
was "excellent."

It was during the prolonged period of disruption that habits and
procedures wnich had bteoome standardized under 'normal' conditions were
transferred to thie new situation. For instance, for a time, fines were
still charged on bocks which were teaken out from the Information Center.
This practice was discontinued when one of the professionals suggested to
the administration that this was not the best way to encourage public
interest in the library's plight.

As the period of disruption dragged on, morale suffered. "AS soon
as we could get back to doing the things we ware used to doing, tensions
were reduced," was tue observation of cnz of the staff. This seemed to
be a valid generalization. Those departments —- Extension and Traveling
Lidbrary -~ which were abls to re-institute accustomed functions more
rapidly than the other departments-— seemed to fare better during this
periode The anxietiss created by this long suspension of service and
the attendant uncertainty of when -- or even if — service would be re-
stored, wes much more difficult to bear than the period of initial re-
action. Individuals began to wonder about the security of tueir posi-
tions, something no member of the staff had thought about during the
first week.h2 To allay this anxiety, the merbters of the staff reverted
to the verbalization of the lcgal reguirement that the State Library be
included with the rest of the State Offices in any building used for

these offices. While these comments were made, no cne mentioned that they

L2. The newly-hired members who reported for work after the crisis
were concerned about whether or not the position for which tiiey were hired
still existed.



were not legally reguired to do the kind of work they were doing at that
time —- an interesting illustration of the simaltaneous operation of
both legal ratioral and traditional authority.

The entire period of the crisis was characterized by a sort cof aw-
bivalence. New jobs were done, new people met, and new conditions ex-
perienceds Tne old routines had been disrupied, but even so tiere were
some conditions which were nct wholly bade "Scme gocd might come out of
the fire. « .it Las given us a chance to discard uscless books. . .every
institution gets set in its ways, and msybe it's a good thing to have to
change occasionzlly. « ." were corments t;pical of this attitule,

®e ghall now turn to a systematic aralysis of the impact of the crisis

on the social organization of the Michigan Statle Library.



CHAFTWR V
THS DTACT COF CRISIS ON SOCIAL CRGANIZATICN

Introduction

In this cliapter we will be concernad with the effect of the crisis
upon the social corgenization cf the lichigan State Library.

First, we shall describe the necessary physical changes which had
to be made if the library wzs to be re-esiailished. Tue imp=ct of th
crisis uron the parsical focilities of the 1ilrzrr, and tie actlions of
ti.e orgarnization which were designed to replace ti2 destrored facili-
ties will bte considered. Ve are more interested in the way in which the
formel and informal orgarizations operated during this time thou we are
in the specific rezcticns which tosk places Thus, ws shall atternnt to

accertain th: extent to whicha tue foreal orgarication functioned in
this crisis, as well as the part which informal organivation pleyed, and
how these organizations were changed and new orgenizaticnal forms
emergede

e reacticns of tihe actors who were merbers of the ctcff vwill Le
considered insclar as theos resctions are rclated to the soclial orgar-
ization of the litrary ard the changes in this sociul crganization which
took place during the crisise. o shall Le interested in toaeir initial
reactions and tie part that these reacticns played in thie process of
rcaction.

Finelly, we will attempt tc evzluatce the thrcoretical framework uscd

in this study as a predictive teciinigue. o will aloo attengt to preaict
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tiie library wiich mey *ele placs followirg the crisis

ruysiczl Bffects of tie Sricis
The costroction and dureg e which regulted from e [ire itolll ana
from the at*emrts to control the Llaze made zny Trorazl! functioning of
the librerv irmcscible,  Thie lierary wos faccd with toe destraction or
damzge of arrrovisatelyr ton ror ot of ito el ctivn o Lo ke, 2o
w11 as *the roC rt by for oertiil evacar ooy of Il fecdldiice. Newr
facilities had to be found, and the damaged books had to be exawzined

L3

and either salvaged, discarded, or slorede

Those depzartments which were housed in the State Gffice Building
and which relied upen the facilitiecs which the fire destroyed for tueir
oreraticns were thooe derartments most alffected vy the fire. The Refer—
c¢nce Dopartrent, the Catalog Denartment, and tiie Traveling Library were
hardest hit, both by actuzl domage to thoir facilities and by the ccence-
guznt chiange in creraticns racessitated by the absence of certain escen-
tial lilrary ‘'tocls.' Other departments such as Suipring ard the Basi-
ness Administration Division wore performing different functions, but
furcticas which vere ofil]l grite ziriler inmtare to tucse whicn had
teen aone Tnerazlly. !

Tlie irrediate problem was that of the re-location of the large

majority of the library staff in facilities where the necessary sorting,

L3. The extent of tuis disruption can be judged from the fcllowing
fipures: At the time of the fire, the Nichigan State Library had about
6L7,000 tooks and pangrlets. U rese, 16,000 were stored at binderies;
30,000 were lost as a direct result of the fire; and about 9,000 were
cleaned and salvaged. Thus, almost ten per cent of the total library
dollection was handled during the first few weeks of the crisis,
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salvaging, and drying of books could be done. These tasks had to be
done immediately if the collection was to be saved. The Field House

of the Boys!' Vocational School was obtained for this purpose. Bleachers
wera utilized for the drying and turning of the damaged books. It was
here that the majority of the staff worked for the first.two weeks., *
(The Shipping Department and the Law Library were exceptions.) Work
was assigned on a 24 hour basis - four shifts of &ix hours each. Dur-
ing this initial period, no formal scheduling of personnel was made.

The offices of the Catalog Department and the Extension Department

were in the Music Room of the School and the Traveling Library and part
of the Circulation Department shared the basement room. This arrange-
ment became formally recognized when a schedule was drawn up around
March 26, which designated duties and physical locations. Even at this
time, however, various individuals spent part of their time in the State
Capitol Building and part in the Boys' Vocational School. This schedule
was maintained with only minor changes until the movement to new quarters
was made on June ll.

The techniques and procedures used in the salvage process were those
recomnended by the experts who were contacted when it became apparent that
the crisis would be a serious one. Experts from the Library of Congress,
from Michigan State College, from various book binderies, from other
libraries with roughly analogous experiences, and an industrial engineer
were among those consulted by the administration.

After the initial period == February 8 to March 11 -- the relocation
of the library was completed, that is, the Administration and Business

Administration Division joined the Law Library at the State Capitol Building;
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part of the Reference Department was located in the State Office Building
together with the Shipping Department; and the majority of the rest of
the staff was at the Boys'! Vocational School.

The above in a rather cursory and reportorial fashion describes the
relocation which took placej now let us see wnat changes in formal organ-

ization occurred.

Formal Organization in Crisis
One of the principal problems faced by the administration was to
make a 'successful! reaction to the crisis on the level of physical re-
location and the re-institution of service, and still to maintain the
social organization of the staff as an effective functioning unit. This
problem was complicated by a number of factors.

First: A crisis of this magnitude was without precedent in the
library field. No other similar incidents had taken place from which
suggestions could be gained.

Second: The formal rules of the organization were not applicable
to this situation. In contrast to those rules which are @&signed "in ex-~
pectation of that which cannot be anticipated," these rules made no pro-
visions whatsoever for this kind of a crisis. The services which were to
be provided through the performance of specific duties were no longer
possible, and the rules simply did not cover this situation.

Third: During the first week of the fire, the condition of the
library collection was unknown. This meant that the administration had
to operate on the basis of insufficient information. It is difficult
to plan for a situation when one is not aware of just what the situation

will be.
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Fourth: The administrative orientation was of necessity external
rather than internal, and we would expect this to affect the process of
internal communication.

In the light of these factors, it is clear that the very basis of
rational-legal organization was no longer present. This situation was
not only formally undefined, but there was no precedent by which it
could be defined.

In the absence of rational-legal authority, how were the actions
taken legitimized?bh

According to the procedures we would expect from a 'pure' bureaucracy,
new positions 'should' (if the procedures were to be legitimized) have been
created to handle the crisis. Personnel fitted by training and experience
for certain functionally specific tasks should have been appointed. This
process would legitimize these actions in accord with the rules of the
organization. This legitimation would be consistent with the bureaucratic
emphasis upon rational legal procedures instituted to maximize the prob-
ability of control. In this situation, however, this creation of new
positions filled by qualified personnel did not take place. Since there
were no rules and hence no 'legitimate' authority for whatever actions
would be taken, it is our problem to point out the process by which the

actions which were taken were legitimized.

Lh. Legitimation refers to the belief of those concerned that the
orders which are issued are orders which the administration has a 'right'
to issue. In addition, the orders had to be legitimized to those who
were super-ordinate to the administration of the library.



In the absence of codified provisions specifically designed for
rational opsration in this crisis, other means of legitimizing authore
ity were used.

1. The presence of insurance funds which would be received
only if the advice of experts was followed, furnished one of these means.
The administration could truthfully point out that, "If X is not done,
then Y will not be forthcoming." Thus the expert's insistence that all
wet books be removed from the State Office Building at once necessitated
the hiring of casual laborers on a day-to-day basis -~ a departure from
Civil Service policy. The utilization of a rather elaborate de-humidi-
fying system was also based on this expert advice. This reliance upon
experts committed the library to courses of action which were contrary
to plans which had previously been made, e.g., the insistence that all
wet books be removed meant that the priorities previously agreed upon
for the removal of books could not be followed.

2o The crisis itself was also used as a basis of legitimation.
Means were Jjustified as being essential for the re-institution of library
service = an end which had been legally recognized.

3¢ A certain amount of traditional legitimation existed. No
staff member seriously questioned the 'right' of the administration to
do what 'had' to be done. Within fairly broad limits, habitual ways of
behavior were followed. It is doubtful if many of the staff members
realized that these actions of the administration were without formal
'legal' basis, or whether they particularly cared, as long as the patterns

which had become traditional were observed.






Delegation of supervisory duties was made along the lines of pre-
viously existing positions -- with some exceptions which will be noted
laters Certain of the librarian's skills were essential during the
'first week,' e.g., decisions as to what books could not be replaced and
what ones could be safely discarded demanded considerable knowledge of
the field. But this kind of technical competence and skill does not in
itself, fit the actor for supervisory positions which are unrelated to
his speciality. In the consideration of informal organization, some of
the consequences of this delegation of authority will be considered.

It should be clear that although legitimate authority did not —
technically —— exist, both the administration and the staff continued to
act as if it dd. The precedents which had become established during the
ten years of the administration remained a general guice for action.

This serves to emphasize the point that formal organization ceased to be
effective during this crisis. These rules, designed for 'normal' situa-
tions simply were not pertinent in an 'abnormal' situation. As a result
of this, those informal relationships which obtained became more important
in influencing the reactions which took place.

The operation of informal organization in the crisis period will now
be discussed. e will examine this organization under the new conditions,
following the analysis of the informal structure which was made in an

earlier chapter.
Informal Organization

Work Situation

The physical changes which the fire necessitated changed not only

tne place in which the work was dorz, but also the kind of work which had
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to be doney, and the people with whom it was done. The conditions which
obtained at the Boys' Vocational School were radically different from
those at the State Office Building. The primary activity in this new
location for the first three weeks or so was the examination and sort-
ing of the damaged books, and the drying and turning of some 6,000 to
8,000 books which were placed on bleachers for drying. Because of the
conditions under wnich this work had to be done, humidity was high and
the temperatures were in the $0's. Wwith the exception of the sorting

of the damaged volumes, which demanded a good deal of technical compe-
tence, the work of this nature wzs cumpletely different from that which
had been dene tefore the crisis. MNost of tie jobts were monotonous, dirty,
and disagrecsble, especially since a large proportion of the workers were
women who were unuced to this kind of worke No professional trairing was
required to climb up and down bleachers and turn books.LQE This was not
the kind of work for wnich these people had been hired. The provisions
of thie Civil Service Code made no reference to these duties as being re-
quired of the librarian.

Trose parts of the staff assigned to the Boys! Vocational School
prcbably had the poorest location of the three possible lccations. It
was not centrally located as were both the State Office Building and the
Capitol Building; facilities were cramped — two 60 feet by LO feet rooms
which were drafty in the winter and very warm toward the end of the stay.
Although facilities at the State Capitol buildirg were crowded, conditions

were not as difficult nor was the nature of the work as different as at

L5. A standard Joke in this situation was, "Did they teach ycu how
to do this in Library School?"



the Field House. Those departaents in the State Office Building were
working under difficult conditions but the staff agreed that they were
much superior to those at the Boys' Vocational School.

One of the major consequences of this physical re-lccation was the
breaking-up of work units and work patterns which had beccme well-estab-
lished prior to the fire. The shift in time schedules and the necessary
rearrangement of work groups disrupted all of the departrents. New work
groups were formed during the first week, and units which had nect previous-
ly had much contact worked in clcse physical proximity. One of the re-

" sults of this was one of the few favorable consequences of the crisis.

"I worked with people I hadn't even known before the fire. . .You got to
know more of the stazff much better," were some typical commentse Indi-
viduals in Circulation and Reference Departments, who although they had
worked in the same office had had little direct contact, were in this
situation doing the same kind of work side by side. Professicnals and
non-professionals were doing the same kinds of jobs — unrelated to their

positicne.

Modificzaticn g£ Formal Rules

We have previously mentioned that those positions which were highest
in the formal structure were the positions which were assigned new duties
which carried similar degrees of responsitility. Those three people who
were regarded as 'most looked-up to' were also named as those who were
most valuable to the library during the crisis.

By far the most often nemed and the most highly przised was the non-

professicnal in a low positione It became his duty to superviee all the



work at the State Cffice Building durirg the initial period of the crisis.
The result of this was that he had charge c¢f those people who ordinarily
did not work under him, and wno perhars held higher positicns in the
formel structure than did he. The fact that he was not a professicnal
meant thzt his performance of these duties was not viewed as a threat by
those who were prcfessicnals. Thus, there was no fear of loss of posi-
tion due to his very successful performance.

Some of the other actors who were nared as being important and valu-
able to the library during the crisis were judged on the basis -- not of
their actual effectiveness —— but of the effort with which they worked and
the extent of their emotional involvment. The evaluation of personnel
was not on grounds of efficiency. The way people were tola to do things
as well as what they were told to do was deemed important. Although the
most difficult tasks were the removal of the water-soaked books from a
partially destroyed library, only one staff member even mentioned the
casual laborers who did this work as teng valuable to the litrary.

Some actors lost status during the crisis for a number of reasons.
"He had the authority but not the right to do that,”™ was a comment illus-
trative of one of these reasons. Although there was considerable reluc-
tance to name anyone who had "done less than his share,™ those who were
narced were named by everycne who replied. Again the basis for this seemed
to bte the degree of emotionsl attachment that the individual showed to the
library, combined with visible evidence of a desire to "help the library."

It is naive to expect an 'objective' or disinterested ranking of
individuals when they are engaged in duties which possess considerable

emotional significance for the person who is making the eveluation. The



fact that no great shift in status occurred — in the sense of a com=
plete reversal of judgment —— indicates that people were ranked on a
nurber of different bases, many of them of a personal and subjective

nature.

Values and Goals

The identification with the library which most of the actors felt
and the strength of the service orientation were important factors in
their willingness to do the difficult kinds of jobs which they were called
upon to do. "Somebody had to do this. . .these books have to bte saved."
"The sooner we get this done, the sooner we will get back to offering
service." These actions were not solely altruistic of course = the
members of the staff had the usual interest in maintaining their jobs
during a period of time when these occupations were actually non-existent.

Although the stated goals of the organization did not change, the
immediate end became — not service - but re-establishment of facilities
with which to furnish service. The highest valued activities, meeting the
public and service, were completely eliminated during the first week of
the crisis, and only occasionally performed during the 'prolcnged' period.
The means to attain these ends had, of course, been changed, and tasks
had to be done which were not in themselves valued.

As one of the staff members remarked, "There's no substitute for ser-
vice, without service the library has no reason for existence." this was
perhaps the staff's greatest fear -- that the loss of patrons during the

crisis would not te compensated for when service was finally restored.
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The arduous and monotoncus work done uncder difficult conditions
and in a depressing environment was the most difficult part of the initial
phase of the crisis for the staff personnel. The sight of thousands of
books, which were extensively damaged, lying about on the bleachers and
floor of the Field House, was extremely disheartening to people whose
principle occupation had been dealing with these same books. This
initial period was ®considerably confused." No advance scheduling was
made during the first week, and the shift in working hours affected the
off-the~job activities of the staff. Work was done at a different time
and this interferred with any previously arranged social activities. This
inconvenience was in addition to the physical and emotional strain which
most of the actors were undergoing. "that we needed most during the
fire was a husband —— we probably need them all the time, but most of all
then," seemed to symbolize the tension under which many of the staff mem-
bers workede.

These women -—— many of them elderly — were physically and emotionally
unequipped to do this kind of worke "Ahen I was finished at night I went
home and cried," was not an unusual comment. Many of the actors did not
consider this as suitable work for women, "This is man's work," was the
way they put it.

It is in a situation such as this that we would expect the intensifie
cation of any personal antagonisms or conflicts to take place. Although
these personal conflicts arz not of concern to us here, it might be well

to mention that they did arise. The technical ccmpetence which was required



for the performance of professional duties was not necessarily the
competence required of an individual who was directing manual labor.
The administration however, was forced to operate within the limits which
had become traditionally established, and the formal position of the
actor was used as the basis for making assignments in the new situation.
Some of this tension was evident during the second staff meeting
which was held in order to furnish the staff an opportunity to air com-
rlaints and to make suggestions. It was obvious, even to an outsider,
that there was a gcod deal of stress connected with the performance of
the new duties. However, the way in which this tension was expressed was
quite different from the way in whick other groups would react. The main
concern of the actors was the re-institution of service as soon as possitle,
upon that they were agreed. But there were numerous complaints as to the
way in which this was being done. The meeting seemed to furnish the staff

members an opportunity to release some personal aggression.

Orientation toward Authority

Tnis topic has been dealt with previously when it was pointed out that
rational legal authority had established procedures which had become tradi-
tionalized.

In general, staff members were willing to‘follow the orders which
they received whether they were actually 'legitimate' or not. The ex-
pectations of the staff were based on the previous policy of the adminis-
tration, and even though the limits of this 'traditional! authority were
largely undefined, limits did exist. As an example of the operation of

these 1limits, consider the following situaticn:






During the early period of the crisis, an information center

was established in the lotby of the State Office Building. This infor-
mation center was manned at first by a professional who had joined the
staff during the crisis. Since this position enjoyed the privilege of
'meeting the public' and since it was filled by a new member of the staff
while the other older members were doing more disagreeable jobs, this
became a point of tension. As a result, the new staff merber was resented.
There was no suggestion that he wasn't competent to do this work, but the
objection was based on the grounds that, "this is not what should have
been done." Both the new staff member and the rest of the staff were
conscious of this antagonism, and when the administration became aware of
it, the duty was rotated among other members of the staff.

In this instance the disregard of social expectations =~ inadvertent
though it may have been — of the way in which the administration 'should!

behave, created tension.

Communication

The necessary concern of the administration with external rather than
internal relations, together with the disruption of customary channels cof
comnuriication through re-location and reassignment, meant that the process
of internal communication suffered. The administration was aware of this
and attempted to maintain communication through staff meetings and staff
bulletins. This breakdown of communication was most evident during the
initial phase of the crisis., Part of this was due to the fact that no
clear definition of the situation was available either to the staff or
to the administration. The staff was not aware of the day-by-day develop-

ments which took place. The administration was faced with the problem



of making swift decisions and by-passing the normal bureaucratic
processes.

Conversly, the administration was handicapped by the failure of
this process. Ig an attempt to remedy this situation, a plan was initi-
ated -=- by one of the professionals with long tenure —— to elect a rep-
resentative from each department to meet with the administration once a
week and to act as a representative from the department to the adminis-
tration, and as a repofter from the administration to the department.
This is an indication both of the breakdown in the normal process of
communication, and a hint as to the attitude of the staff toward the ad-
ministration. This plan was not characteristic of a bureaucratic struc-
ture, since it circumvented the 'legitimate' channels of communication.

Since the staff was not fully aware of administrative activities, it
was poorly informed about some of the functions of the executives. Actars
were Judged by their participation in the actual physical labor involved
in the processes of reaction -- and obviously the administrators could not
do this kind of work and still function as they were supposed to function.
The results of administrative activity were therefore less evident to the
staff than the results of other members of the staff. Most of the staff
ware aware of the fact that executive functions were performed on differe
ent levels. The closer the actor was to the administration, the higher
his regard for their actions.

In spite of this lack of communication, most of the members of the

staff thought that the administration was trying to do the best it could.



External communication == publicity = became important to the staff.
They were very much concerned with their inability to perform service to
the public and they feared the loss of patrons. Thus any evidence that
the public was being kept informed of their efforts to restore this ser-
vice were viewsd with approvale It was here that the sub-rosa activities
of informal organization brought results. A two-page spread in a nation-
al magazine was securedh6 through the efforts of the 'library assistant!
wno had been hired partly to perform public relations functions, and who
now devoted most of his time to this end.

Occasional newspaper articles on the library were welcomed, and the
staff members were gratified to receive offers of assistance from "libraries
all over the country."

The above relates primarily to the structural aspects of the initial
phase of the crisis. The more prolonged period was perhaps more diffi-
cult than was the "first week." The uncertainty in regard to the future
of the library was the most disagreeatble feature of the longer period.
Reports that the library would be relegated to a warehouse or ignored by
the legislature served to intensify this anxiety. This uncertainty was
not a result of any failure of the internal communication process, but
was a function of the necessary dependence upon another bureaucracy -~ the
State Government -- for enabling legislation.

| During the prolonged period of the crisis, the staff was mis-employsd

and under-employed in the sense that they were unable to perform tasks

L6. When information was received that LIFS photographers were com-
ing, most of the women working at the Field House made special attempts
to "look their best." They were greatly disappointed when he failed to
arrive, but were somewhat repaid when he later showed up with both cameras
and compliments.
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for which they had been trained and for which they were qualified. They
could not escape the conviction -- which would seem to be justifiad =

that, "We are just marking time here."

Some Possible Consequences of the Crisis

The effects of the fire which we have examined in a limited‘ manner
as regards both time and scope, may furnish some basis for a kind of
speculative prediction about the future of the library.

Tne members of the staff are quite sure that the effects of this
fire will be felt for a number of years. The seriousness of these con-
sequences for the library is dependent upon a number of factors which,
at the present time, are unknown. But it seems fairly certain that the
fire will mark a psriod in the history of the library from which future
events will be dated. Members of the staff already refer to events as
having occurred ™before the fire."

Whether or not this crisis marks the beginning of a future expan-
sion of library service depends on a number of considerations, ranging
from the effect of a 'garrison state' on the values of the society to
which of several possible philosophies of library service are adopted.

On the basis of what we know about the occupation and about the
nature of bureaucratic administration, we would predict that if the
library receives adequate quarters which will permit expansion of facili-
ties and service, then bureaucratic tendencies will prove stronger than
any professional tendencies which may be in opposition. For instance,
if this occurs it will be impossible to maintain an 'in-group' relatione
ship among the members of the staff as a units Increase in size and

complexity and the consequent specialization are conditions which permit
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the maximization of bureaucratic administration. This does not, of course,
mean that professional recognition will not be forthcoming, but it does
indicate that this professionalism will have to recognize the limits im-
posed by certain administrative requirements.

This problem of the professional in a bureaucracy is typical of the
kinds of problems with which the American Library Association is concerned
at the present time, and which the Public Library Inquiry was designed to
investigate. The Michigan State Library is part of a particular society
which itself may be in a 'crisis situation.' How this one segment of the
society will be affected by the crisis we have described, is largely de-

pendent upon what takes place outside the library.

Sumrary of the Chapter

Briefly, let us summarize what heppened to the social organizaiion
of the Michigan State Library during this period of crisis:

1. Formal organization, assich, ceased to be an effective means
of organizing activity.

2. The rational-legal basis of authority was superseded by a
traditional basis. In a sense, this may be viewed as the habituation of
the 'propef' way of doing things.

3. In spite of this fact, there were no structural changes in
the formal organization. This presented the administration with the probe
lem of attempting to reward in some way those who had done outstanding jobs
during the crisis -=- when there was no way in which these rewards could
be officially made. No salary increases or promotions could be given

on this basise
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L. Informal organization served to maintain the functions which
had previously been performed under frmal rules and regulations.

‘5. This informal organization was such as to permit the neces-
sary reactions. The crisis, and the way in which the personnel reacted
to the crisis, became important in influencing the status of the members
of the organization. New duties were assumed by individuals who had,
before the fire, been in relatively low positions. This necessarily
meant that the responsibility which goes with authority was maintained,
but that different actors were exercising authority without strict re-
sponsibility.

6. The most serious handicap to the efficient performance of
the new duties was the lack of information available to the members of the
staff, and the failure of the process of communicating this information.
(This failure was readily admitted by both the administration and the other
members of the staff. It was most frequently cited as one of the things
that should have been done and which wasn't done.)

7. Certain problems arose with the shift in the basis of author-
ity. That is, although those individuals who were in formal positions of
authority were ones who should have been obeyed and followsd, other factors
which were important in determining status still operated. For example,
formal authority without seniority tended to place the actor in a stressful
position. 'Rationally,' this should not have happened, since in a pure
bureaucracy the relationship of the actor is to a position and not to a
person. But, obviously, in ¢ay social situation, the relationship is to

the position and to the actor as an invididual with certain specific char-

acteristicse



8e A certain trained incapacity existed as a corollary to the
division of labcr and specialization of the occupation. "¥e thought
only librarians could handle books," was the way one actor put it. This
trained incapacity meant that a good deal of needless labor was done by
personnel not fitted to do it. The tasks wnich had become functionally
specific no longer had to be done, but the diverse jobs were assigned on

this basise.



CAAFTER VI
SUMMARY AnD CCNCLUZICIS

Tre probler which we set cut to solve was that of descriting and
explzining -- to scre extent —— thie changes that take place when a certain
form of social organization is faced with a series cf disruptive events.
The organizaticn sclected for study was the ¥ichigan State Litrary, which
we attempted to show was bureaucratically organized.

Ve attempted to reconstruct trhe fcrmal and infermal aspects of the
organization as they existed prior to the fire and to compare them with
the orgenizations as they emerged during the crisis. This was done
through the use of a nurber of perscnal interviews and an examination cf
the formal rules and regulaticns under which the library operateds The
changes which were observed were assumed te be related to the crisis
which necessitated extensive physical changes.

It was discoveh@ that in tnis situation, the human aspects of social
organization became much more important than the formal aspects. During
the crisis, the formal rules and regulations alzost totally ceased to te
operative, and reactions were influenced bty the particular characteristics
c¢f the organizaticn and of the pecple in the organization.

1t is evident that both methodclogically and theoretically this study
may te irproved. Since we have already pointed cut some of the methodo-
logical limitations atcve, let us turn now to an examinaticn of tke ade-

guacy of tre theoretical frezmework.
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e corcert of raticaal=legel tureaucrscy is a sceiclogical analytical
modele It is applicatle to tauis sccliety at this time, and serves as a
classificatory device. The characteristics of a vurcaucracy are of the
mcst general typee They are found in a large nunber of organizations.
This very gererality lends a good deal of value to the concept as an
analytical mecdel = but it limits severely the examirnation cf a specific
case in any other than a 'normal' situation. As a predictive technlque
for utilization during a crisis, we found that it was of littile valce,
precisely because the existence of a crisis is not included as a condi-
tion for bureaucratic administration. In a 'typical' or 'normal' situ-—
aticn, actions can te predicted in the light of the general tendencies
of a bureaucracy to expand ard proliferate, and for certain characteris=-
tic kinds of behavior to take place. However, when we are confronted
with an atypical or abnormal situation in wnich the rational-legal means
no longer obtain, these general tendencies are varicusly affected.

This is not a criticism of the concept as a generalized mcdel. It
is rather intended to underscore the social scientist's lack of kncwledge
concerning the recactions of various forms of social organizations in
specific types of situations. Certain logical deductions can be made
from the premises cf bureaucracy, but the premises assume static condi-
tions — the "all cther things being egual" qualificaticne

When we find that this ccncept is not completely satisfactery, we
must look to other factors characteristic of social organization for cluese.

Here we are faced with the lack of an adequate typology of informal
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usables Wo Qo arsure tnat certais cheracteristics are sigrificant ard
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that in aay cowrarable situation the dnvestiganteor wiuld have to cbtain
inforraticn aveout tlaoe charscterictics of inforcal organicaticn.

by far the most serivus bandicar is tie lack of reliatle knowlidge
cernearuing the reactions of social orgarizations to crisise It is quite
probable thiat even if we could gerwrzlize on the tesis of this ovne in-
vestigati'n == which is of course impcszible -= that thes2 gencraliza=-
Song would not be valid for any other corganizaticnse Thus the descerip
tion of the chengess wuich tock »lace fuils to furnich z generzl explana-
tion of why these changzes occur, and which can be utilized in ctler
situaticns.

The writer fecls fairly certainthat anyore else in his position
wculd arrive at substantially the same contlusions - if similar tech-

nigues were used. Lut the technigues are crude, the thecry inad:sqguate

-

the situation uncontrelled, and mary of the comlusions depend upen the
c¢toerver's 'insight! or nis 'fecling' about the groupe It will be
inters tlFE to examine an 2dditicral study of tnis some situation which
was made by another student, and to compzre the resulte.

If it had teen pessible, the study shodldd have teen saplemented by

(=)

role easlycise That 1s, we siiould Le avare rot only cf the rols of the
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librarian in this particular segment of our society, but also of the
expectations of the occupation.

This study should at least indicate some of the areas which must
be explored if significant analyses can be made of situations such as
this crisise. . We need more informetion as to the modifications of author-
ity by seniority and by the division of labor along the lines of age and
sex. Is bureaucratic organization incompatible with professionalism, or
does the functional specificity characteristic of bureaucrzcies facili-
tate and encourage professionalisr? What is the influence of the put-
lic image of an occupational group on the members of the group, and how
dogs this image affect recruitment for the occupaticn? Do members cof
the occupation tend to fit this stereotyped image if they remain in the
cccupation for a certain length of time? Does this selective process
meke librarians (or any other occupation) significantly different from
other occupations - different encugh to make their reactions to a sit-
uation unique? What are the limits imposed by other bureaucratic struc-
tures on the reactions of one structure, and what are the factors which
determine the limits? Does bureaucratic administration alwsys tend to
shift toward a traditional or charismatic basis of authority during
times of crisis?

Any one of the above problems would seem to present a valid socio-
logical question, questions which must be answered if the sociologist is
to deal successfully with crisis situations.

The protlem of organizations in crisis seems to be a particularly

pertinent one at the present time, when whole societies are in crisis
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situztions. The successful reaction to these situations are imperative
if these societies are to survive. 'Normal' situations rarely, if ever,
exist. It would be more accurate to say that crisis is a norm. Thus,
any concept of society or social organization which ignores the fact
that flux and change accompany the routine and stsbility of social

existence will be lnadequate.
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I.

II.

Interview Schedule

Work Situation Before the Fire

1.

2.
3.
ho

5e
6.
7.
8.
9.
10.

11.

12.

Can you tell me samething about your job as it was set-up before
the fire?

%hat were your duties?
Where did you work and what equipment did you use?

Did you remain at your desk for most of the day, or did you move
around?

Did you consider your work facilities adequate? Yes No
Was tnis job similar to other jobs that you've had? Yes No
With whom did you have most contact with while on the job?

Did you ride to work with anyone on the staff? Yes No

¥ith whom on the staff did you eat lunch regularly?

In your social life, did you used to meet with people on the staff?
Yes__ Who were they?

No

Do you belong to any social organizations, church groups, or
professicnal associations?

Yes What are they?

No

How do you spend most of your leisure time?

Reactions to Crisis

13,
1L.
15.

When did you first hear about the fire?
fhat were your first reactions to the news?

When did you first go back to work?




16.

17.
18.

19.

20,

21.
22,
23.
2.

29.

30.
31.
32.
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What did you do at first?

a. Who was in charge?

b. ?or how long did you do this?
¥hat did you do next?

Was this type of work more difficult than that you had been used
to doing?

How did you feel about doing this kind of work?
Did you have any ideas as to how this work might be better organized?
Yes____ Did you tell anyone about them? No__
Yes_ _ TWho did you tell?
No__ 'Why not?
Do you think that anyone did more (or less) than his share?
Vhere was the rest of your department atthis time?
When did you see them?

What was the bigzest obstacle in attempting to reorganize your de-
partment?

Looking back now, what do you think should have bteen done that wasn't
done?

Was any of your equipment destroyed by the fire?

What people that you worked with before the fire are you not working
with now?

Are there any aspects of your job that seem more important now than
they seemed before the fire?

(For workers at the Boys' Vocational School) How does this location
compare with that in the State Office Building?

Do you think that any good results will come out of the fire?
Vhat were the worst resulis of the fire?

Wnat are the worst aspects of the present situation?
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III, Evaluation of the Reactions and Value Crientation

33. What people do you think did the most for the library during the
fire?

34. TWhat people do you think are most looked-up to by members of the
starf,

35. Has this been changed since the tire?
36. What do you think are the most important purposes of the library?

37. How accurate do you think the impression is that most people have
of the librarian?

38. Can you think of any other job -- in or out of the library -- that
you would rather have than the one you have now?

39. What is the aspect of your job that you like best?

LO. Have I missed anything that you think would help me to understand
what happened to the library?

L1, Have any of these quections been too personal?

42, How do you feel about being in‘erviewed?

Name

Place:

Date :
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Reading Room, State Office Building, Friday, Febru-

ary 11, 3:00 P.M, The caption to this picture, written
by a staff member, reads: ;

"Sign on stack to the left reads, "The mutila<
tion of magazines and books is a misdeamnor and pun-
ishable by fine or imprisomment.!' "

-—zr
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W,



Traveling Library, State Office Building,
Sunday, February 13, 2:30 P.M. The caption to
this picture, written by a staff member, reads:

"These books were literally forced off
their shelves and into two feet of water. As
these books became saturated with water, they
swelled and the shelves were no longer able to
contain them., Note water level on right book
stack."
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Field Hous Boys Vocational School, Moncday, February"
21, 10:30 AN,

This shows one section of the bleachers which were
used for the drying of books,

-



Field House, Boys' Vocational School, Monday, Febru-

ary 21, 10:30 A.M,
A close-up of the two sets of bleachers in the west
end of the Field House. The workers are examining the

books for mold and dampness,
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