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The Workshop - A Brief Summary

Headquarters, United States Air Force, Military Persnnnci Center, Randolph Air Force Base and the
Military Libraries of the San Antonio area served as hosts io the 15th Military Librarians Workshop, 4-6
October 1671.

The first general session was held 21 the School of Aerospace Medicine. Brooks Air Force Base. Maj
Gen Rene G. Dupont, Assisiant Deputy Chief of Staff for Military Personnel, and Brig Gen George E.
Schafer, Commander Aerospace Medical Division, Scheol of Aerospace Medicine, extended greetings to the
participants.

The preview and recapitulation of the threc day conference were presented by Miss I ouise Nabors,
Command Llibrarian, Air Training Command, and Mr. Egon Weiss, Director, United States Military
=cademy. Mr. John L. Cook, Direcior of Air Force Libraries, described the Air Force library program. The
mission znd organization of the School of Aercspace Medicine Library was discussed by its Director, Mrs.
Szrah 1. Peterson.

Mr. Geraid M. Cobie, Librariss Services Branch, Bureau of Naval Personnel, provided a training film for
iibrary technicizns. Library tours included an academic library. the Schooi of Aerospace Medicine Library,
T a basc fiorary, Lackland Air Force Base Library,and a preqdenual library, the Lyndon B. Johnso1 Library.

N The Workshop tock the form of a seminar with the theme, Principles of Management_for-DOD
Libraries. Sessions were conducted by Mr. John W. Demidovich, Lt Col Graham W. Rider. and Capt James
L. Sheard from the School of Systems and Logistics, Air Foree Institute of Technolog', Wright-Patteizon
Aidr Force Base, Chio, Extensive use was made of slides. hand-outs, group activides and discussions. Edited
versions of theirpresentations are included in thes€ proceedings.

Miss Margrett Zenich, Chief. STINFO Division, OAS, Corps of Engineers. Department of the Army
and Dr. Bernaré M. Fry, Dean, School of Library Science. Indiana University. presented a briefing on the
status of various TISA projects.

Following = discussion of the services of the Defense Documentation Center by dir. John Berry, the
Werkshop concluded with a bricf business meeting of the Military Librarizas Div.sion, Special Libraries
Association, with Miss Doris Baster, Chairman, presiding.
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CREATIVITY IN DOD LIBRARIES

Jehn W. Demidovich
Air Foree Institite of Techonolgy

Yesterday we had a wonderful trip and a nice
lunch and hue we are today, Tuesdav, and |
woender wnat your attituce is in reference to the
vserkshop topic for this year. manageinent. What is
rew in management, 1 am sure is vour attitude.
How naive can we be that we need 1o have a work-
shop 1 that area. | suspected that 1 omight have
seme attitude problems this mcrning and |
wondered what is your perepeetive in reference 1o
this topic.

Cuerrentiy | have a daughier in coliege. Some of
you do 1o, 1 am sare, and some of y ou have had
children in college. Talking aboul attitudes and
perspectives. | have a letier from a young lady to

er parents that 1 would like to share with vou.
Please sit back: taxe your shozs off, if you like:
loosen your tie: take vour coats off. This is going
tc be 1 very informal seniinar. Our attitude is
going tc be that this is going to be a co-learnmg
axpeiience. We are going to learn from you znd
you are goirg to lc.n from us So | waniyos to
be comfortadie. Anv time ou have to leave the
room. do not raize vour haad. If vou do not hike
what is going on, just get up and leave. Thie atdi-
tude of mine may shock some of you. Weil. as §
meationed ovefore, leaming is a2 colearning
experience. Because of our sagging 2cononmy, there
is a batticery in industry. in government. and in
educationat instizutions which is ~imply stated
grow or go. These are -ough words but we have
briliiant people ruday unemployed, walking the
sitects loolung tor jobs. Taleated people who pre-
viously ¢ smmanded salaries a high as sixty to
sevent)y chousand dollass a year ar. unemployed.
The competition is keen. Attitude is important.
Sc. let me read this letter.

Dear Mother and Dad: Since 1 left for college |
have been remiss in writiag and  am sorry for my
tloughtiessness in not having written before. 1 will
brinz voa up to date now but befine vou read on.
please sit dows, You are not te read any further
unless you are sitting deven.

Wall then, 1 am getting along pretey well now,
The skul] fraziuse and the ~uncucsion I got when }
jumped ou” of the window ¢ n.; dormitory whea
it caught on fire shondy afer o arrival licte 15
pretty well Lealed now. I oaly sp.nt two weeks m
the hospital 2ud uow ¥ can sge chnost normally
znd only get those sich headsches once @ day. For-
tunately the fice in the doomitory sra my jump

was wifnessed by an attendant at the gas station
near the dormitory, He was the one who called the
fire department and the ambulance. He also vistted
me in the Lospital and. since | had nowhere to live
because of the burned vut domsitory. he was kind
enough 10 invitz me to share his apartmeni with
him. It is realiy a basement reom bt Kind of cute.
He is a very fine boy and we have fallen deeply in
love and are planning te get mried. Ye haven't
set the exaci date yer but it w," be before my
pregnancy begins to show. Yes, Moth~rand Dad. |
ami pregnant and [ Anow how much you are look-
ing forward 10 being grandparents. | haoew you will
welcome the baby and gve it the sune love and
devotion and tenacr care you gave s when 1 was
a child. The reason for the delay in our marsiage is
that my boyfrieud has a minor infection which
prevents s from passing our premaritel bleod test
and 1 carelessdy caught it from him. 1 Know that
you will welcomic him into our family with open
arms. He is kind and although not well educated.
he is ambitious. Althcush he is of a different reli-
gion than ours. | Know jour often expressed
tolerance will not permit you to be bothered by
that.

Now that I have brought vou up to dute. | want
+0 teli vou that there was no dormitory rire: 1 did
net have a concussion or skall fracture: I was not
in the hospital: { am ot niegnant: § am not
cngaged: I am not infected: and theic is 10 boy-
Licad i my life. However, I am getting a D in
history and an F in science and | want vou tc see
those marks in their proper pesspective. Signed.
Your Loving Daughter. Susie.

Here is o young lady whoe had a problem and
bere is a young iady who, in my opinion. used a
little imagination. And so. we wanu 10 kick off this
mastagement workshop with a presentation in the
area of creativity - creativity as it applies in the li-
brary. creativity as it applies in vour home.
creativity as it appliss 1o your relationship with
sour vwivzs, your husbands. your boyfrieads. your
girtfriends. your brothers ai d sisters. We want to
be sure that in this n nageiaent semirar that we
get off 1o a fast start rc cognizing that creativity is
a Ged-given talent that is doemmant in most of us
because of socicty’s demands for confomnity.
Before 1 proceed any furinier.  must adrt that in
socie'y we need both, creativity and conformity.
This i« the tight rope that a manager must waik.




I look to vou as managers. You may call
yourselves librarians; you may be base librarians,
technical, academic or command librarians. You
may represent  variety of organizations through-
out this wonderfui world, but when it comes tc
the final analysis, you are managers. You are paid
to make decisions. You are paid to manage people
resources. While you are here away frem your
important duties, we want you to iake a look at
your decision making personalides. What are vour
strong points? What are your weak points? This is
a healthy exercise. Let us take a look at ourselves
to be sure thai we are not becoming nbsoclete. We
have to grow if we want te maintain our current
tasks and to prepare for the future ones. We are
living in a dynamic, changing world and that is
what we want to dramatize ths mornirs. 1f you
do not think it is dynamic then | suggest that you
rcad two books. Thev are currently best selicss.
One is Future Shock by Alvin Toffler which tells
us that you and | may have to prepare for four or
five different careers before the year 2ug0 armrives.
The other current best seller is The Greening of
America by Charles Reich. These are, iwo hooks
which I think all managers wor'dwide should read
and thoroughly understand so that your paispec-
tive and your attitude will be appropriate in this
dynamic, changing environment.

For the next fifty minutes this moming | am
going to use slides. J am going to ask a lot of
Guestions. [ want you to put you, pens and pencils
down because we have handouts for you. Gur phi-
losephy is more think and less ink. This is the
philosophy my dauaghter tells me they introduced
in her school in Ohio three years ago. Based on her
grades, the system does mot woik as far as
tecnagers are concerned. But vou are highly moti-
vated, mature, successfitl managers: so you can sit
back. I have handouts which we are going to give
to thoxe of you whe are still here at noon
tomorrow. That ic to keep the dropout rate low.
So. we are going to have slides. Ail my questions
are noa-graded; guess responses are acceptatle.
You have the ireedom to fail. There are no grades.
When T ask a question, i{ 1 do not get the rigat
answer after threc good responses. 1 will givc it to
you free.

In this first fifty minutes we aie going to take a
look rapidly at the dynamic, changing world, why
you and I have to have the proper attitude, ard
why we have to be adaptable. Secondly. we are
going to take a look at this God-given 1aient, cres-
tivity. We will define our term - what i¢ it, who has
it. Is it limited to President Nixcn, John Cook, and
Mr. Severance from Air University? Arc these the

"~

only three who have this talent? We are going to
find out who has it. Then, thirdly, we are gcing to
take a look at why we do not use this God-given
talent. There are many barriers, many roadblocks,
many infibitors. We are going to cluse aiter taking
a look at some way you and I can stimulate crea-
tivity within ourselves. When you go back to your
important jobs Thursday, you can share this new
knowledge with the people you supepvisc and
work with. You can establish and maintain a
climat¢ where ideas can be generated. There is no
organization today, in my humble opinion. that
can survive without ideas. Big companies that were
top-riotch ten, twenty veass ago are dying. We 3:¢
reading about their deaths in obituaries. Those
that are noi growing are being merged. are Heiug
gobbled up by conglomerates.

S0, let us take a look at some way we can stin-
ulate this creativity. Let us take alook at the first
point. In 1785, we are told that Benjamin Franklin
wrote 2 letter o a friend in which hc said there
were two things ccrtain in life. Do you remember
what they were? Death and iaxes. We see on our
slide that he blew it. He forgot the third certainty
and that third certainty is change. Now to some of
you this word change is a diriy six-letter word. To
others it is an opporunity for individual and or-
ganizational growth. Attitude is so impoertant in
reference to this six-letter word. This is really
brought out in the book, Future Siock. Key
changes are coming. Those of you whe were 2t the
Air Force mecting last might were inirodueed toa
change - computerizing the central procurement
process. Some of you were acceptatie and otiers
were doubtful. Again. the third certainty we hav2
tu learn to handle is change. We have 10 Ieain ‘0
manage it instead of resisting it.

We sez on this rext slide a monager. You are a
manager. ki conld be vou locking out of your -
brary any place in the counuy, any piare n the
world. As you Yook outside yoar window., scme of
you see oac bip mess. It frightens you: it
overwhelms you Others sec a land of opuortuni-
ties 2 land for growth. 1 all depends upon your
attitnde with seference o change. We see on this
nex: slide a closed-minded manage:. Now, it fooks
like a2 man up diere, but, Ladies cnd Genileinen,
we have closcd-minded male managers and female
mauzaen. There is no sex discrimination. These
manager: aqe in indrstry: they are in government:
& - hey zre in educational institutions. Some are
as young as twenty-five: some ure thirty,
thirty-rive, forty, fifty. tixty. There is no age dis-
criminalion. We have managers with ¢lssed minds
here. Some of them urfortunately at the young
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age of forty are intellectually sterile. They are
sweating ou* retirement twenty-five years from
now. We are locking for these individuals. We
cannot afford to have them. This managei’s
grezatest fesr is change. He resists change. He is
inflexible. He is unaware of the new management
science techniques. He hac commusication proh-
leras. He cannot communicate.

Sinze we work in the Department of Defense.
we heve to manzge ¢ostly and complex weapons
systems which suggest inter-disciplinary decision
making. You have 0 twlk 10 people of other
disciplines and this man has a vocabulary probicm.
tle 15 a prisoner of the pas: or he likes to manage
today the way he did in 1930. You remember the
good old days! Hamburgar was six pounds for a
quarter. but who had the .uarter? He dikes to talk
about the past - the big war. You rememoer the
big war! Remember the Korean war? The furure
has scarel the Jdavhiafits out »f him. If he read
Future Shock, he would go into shock. You talk
aboui man-machine syst:ms. he has no idea what
a machine can do for him in processing infor-
mation which is rapidiy becoming one of the most
important resources in our organizations toda.
Do you have employment or promotionai lia-
bilities? Do you understand what these young
~oapie are talking abuut who are geiting degrees in
areas vou anc I naver heard of? Do vou have a
commuricztion gap? Leok at the peace sign. You
are looking for something complex and ven exotic
whiie these kids. these teenagers. are trnying 1o talk
to us in very stmpie rms. Do you understand the
limitations and capabilities of computers? Doyou
know when they should be used an! when they
should net be used? You know you have to feel
comfortable in mferacting with a machine re-
gardless of where the machine is located in the
universe. We hiave not even solved people to people
commiunication problems.

Dr. Ichn Lee, a distinguished professor of
management at Indiana University, says that man-
agers worldwide are in a race. Did you know that?
You and! are in a race, g race aguinst obsolescence
on one hand and retirement on the other hand.
Are you winaing this race against obsolescence?
We are looking for better ways and there are
many, many changes to he made. If you do not
think that we need tc improve the way we manage
our resources in DOD. may | supgest to you, and |
am sure man> of you ulready have read it. Mr.
Gilbert Fitzhugh's Biue Kibbon Report to the
President of the United States on 1 July 1970.
Ladies and Gentlemen, Mr. Gilbert Fitzhugh.

Chainnan of Metropolitan Life Insurance Com-
pany, with thirieen other citizens, including two
ladies. siudied how DCD is orgunized. how we
acquire and maintain our weapon systems, and
thirdly, how we make decisions. You should read
that report. That is ov- report caid and there are
115 recommendations for improvemnen:. One of
them is about ttus problem of obsolescence.

What makes «ianaging in DOD so difficult?
Some of vou may no: be abie to see this slide so
let me try tc describe it. It the center is the DOD
systems management concent. The system is a big.
tad word todzy. Whether it is a maintenance
system. a weapon: acquisition system. a library
svstemi. at educaitonal system, a religious system
makes no difference. At the apex is the DOGD man-
ager who must be aware of the changing threm
posed by the enemy. That is ~hy we have so much
expenditure in the area of CIA. DIA. and other
intelligence activities. 3ased on what we learn and
what the enemy is doing. we ate tiyirg to avoid
technological surprise. You know what happened
0 cur nation in 1957 when the Spuinik was fired.

So, based on what we learn. we may have to
pump in money and push e development
program DO0D. prior to the dedine of the last two
veass, was spending eight billion dcliars a year for
tescarch and development. You tuke the other
thirty-one Federal agencies and vou are talking
about another cight billion dollars. You add the
public scctoi. e biflion dollars, and the Unired
States of America olone is pumving in about
twenty-five billion dollars a year or research and
development. It is no Jonger thai hippie looking
innovator down in the basement. outan the garage.
or up in the attic looking f.. *rw and setter ways.
We have research on purp.sc Millictss of people
are invohad in this imroriant work which
advances ihie technolegy. Wk advancing technol-
ogy gives us the ability to faster produce new
products. impiaved products. snew services. We
exploit numerical control techniques. This give. us
the ability tc change our weapon systems We
must deploy faster cur units on an international
scale to support all our military treaties. So thisis
tie amount of change that you and 1 must
accommodate in the Department of Lefense, Notice
that we have moie opporiunsty for individual and
organizationai growth even though we are con-
stantly being pleguce with more obsolescence.
Unfortunately 100 niany managers are hypnotized
by hardware obsolescence.

Another area that yvou should he vitally aware
of and concemed about is people cisolescunce.
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That is an area that we have overlocked zand we
have to be totally aware of because we can rapidly
become obsolete. Notice there is a tremendous
campaign in our country to get more defense for
less dollars. The DOD budget is being conunuously
cut. We are having RIFS in Civil Service, 2
reduction in military force structure. Less pzople,
less money. but more what? Work. This suggests
we have to find better ways to manage our people
resourcrs. DOD no longer is enjoying top place in
our nation so far as the budget is concerned. By
1975. it is predicted that we will become number
two. Healtr. Education, and Welfare will take over
as far as the high number of dollars expended to
suppat cur domestication. There js a change in
nateaal profity as initizied by President Nixon.
The issues today are doiresticzlly oricated. We are
vitally concerned with poliution. This is a decade
of pollution - land, air water, noise poliuiion. The
Fitizhugh r. port sugges . thut w* may have maz-
agement pollution. We aie .oncerned atour
increased crime. misuse of drugs, in_seased
alcoholism. and increased automation which is
leading us into the age of leisure. We are going
from a saciety of work to a sosiery of leisure. We
have to educate people for leisure just as we had o
educate them for work. This is in respense to
change.

Is it any different in industry? Notice in indus-
try that 1hey have adopted a systems management
concept. Things that we discover in the military
are used very successfully in the total society. We
are not a scparate part of society. We are a
member of sucicty and things we discover in the
military are being used in indusuy and educational
institutions. Conversely, whai they develop in
indusiry and educational institutions, we also
agopt in the military. 1f you were in industry. if
you were in an educational iustitution, look at the
response the chanye requires. 1T ary company does
not maintain a diaiogue, is unaware of the
changing needs of the consuneer, I can predict that
that company is either going to die or be merged.
It is just that simple. Competition is keen. The
privaie sector pumps in about nine billion dollars a
year in research and development. They advance
the technology. They use numerical control tech-
niques, direct computer production iechniques.
They aze changing eir products, improving their
services. They have 1 market their results faster.
There is more opporwnity for individual growth
and organizational change just like in DOD. They
are plagued with oosolescence. There was not a
company that 1 trzveled to within the last rwelve
months that was not plagued with the obsoles-
cence problem. In fact Boeing Aircraft had the

biggest onc. They had to appoint a task rorce to
try to unload equipment because they had no
orders to build aircraft.

So we see that the environment in which we
live is dynamic and changing. Ou. cttitude must
constantly undergo change. We must be adaptable;
we must be receptive: we must be open-minded.
One of the answers is creativity. We have to use
our imagination. 1t is in a dormant stage, unfortu-
nately, because of the demands imposed on us by
society. There are millions of people whom I
collectively Jubel as God's frozen people. Vie have
to unfreeze them if we are sincere in supporting
these programs of identifving unnecessary costs
and inprovising better methods.

Before I go «ny further. I do not want to leave
you the impression that creativity is a panacea,
that it is a cure-all for all the problems in managz-
ment. This is not true. None of the management
techniques tiiat we are going to discuss with you
today or tomorrow are panaceas in themselves.
You should be aware of their limitations and
capabilities. You should kncw when to use them
and when not to use them. It is the simple tools
that get the job done. It does not ajways have to
be sophisticated, cxotic wwols. This is where we are
so euilty many times in what I like to call an
over-kill of ihese management science techniques.
We can be guil*y of over-kill when what we desper-
ately need in »ur orgenization. whether it is in
DOD. whether it 1s in the library, or wherever you
find management are people who can think
creatively. We need peonle who can think
criticaily . who can think systematically. who can
think logically. who can think rationally. We
cannot afford to have people managing by the seat
of their pants particularly when you have a
weapons system like the C-5 today that costs
aboun fifty miltion dollars a copy. And we have to
be sure that we L:ave in our libraries the latest,
most reliable, cuirent information accessible for
these managers. With the informztion explosion
that is Litting the world today. it is impossible for
any manager 10 know everything about anything.
So they look to you for assistance in gathering, in
storing and retricving the minimain relisble
information ir the right format at the right time so
that they can minimize the uncertainties in a deci-
sion making probiem That is why I want to
impress upon vou the need for using creativity in
decision making and problem solving. That is what
you are paid to do.

This next slide designates or describes what is
involved in problem solving. As a manager. we
heve some goal recognition in mind. There are
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certain things that we want to establish or services
we want to provide. Many times we are successful
because with regulations from John Cook and
others we can go directly znd achicve our goal, No
problem, life is wonderful. We are doing a good
job. We are goiig to get a sustained superior award
and maybe a promotion. Many times we hit an
obstacle that prevents us from achieving our goal.
Now what are some of the obstacles that you run
into in your library business? Moncy. personnel.
space, facilities, antagonism, closed-minded man-
agers. These are obstacles. So the question I ask
you, when you hit those obsticles, what approach
do you use? Do you use a systematic approach or
are you guiliy of helter-skelter. illogical thinking?

Today we have on the market about forty dJif-
ferent problem solving and decision making
packages. The pomt 1 want to leave with you this
morning is that yvou should use a sysiematic
approach. We have one that we have taught for
many years - recognize a problem, gather data, list
the solutions, test the solutions, select a solution
and apply. Ladies and Gentlemen, I think there is
a better methodology on the market ioday u: 4§ we
are going to share it with you tomorrow. Tomor-
TOW morning we are going to take & couple of
hours to share with you one of the hottest
problem solving and decis'n making packages in
industry today. It is found in a book titled The
Rational AManager by Charles Kepner and Benjamin
Tregoe. Jim, Rip, and I like to think we are learner
oriented. It is something we were taught at Air
University. 1t is something we have always tried to
practicc. Hopefully we have whetted your appetite
se that when you get back to your jobs after
tomorrow’s preseatution, you will 1ake a look at
that book to see if it is better,

The chiel poini is 1o be systematic. We nced
managers who can select a sy stematic approack. I
you can leam to defer judgment when using a
systematic approach. | think they have an
unbecatable combination. Use a systiematic
appreach and then defer judgmient cach step of the
way because cach of us has a4 dual personality. 1
wonder fiow many of you ever recognized we have
on one hand the ability to *deat and on the other
hand the ability to evaluate. We must learn. we
must discipline ourselves to keep the two séparate.
If you do not separate the two, I can predict with
the highest probability of success that you are
going to waste time, you arc going to waste
energy, and yvou are going to waste resources. You
are going to contribute to ulcers and to heart
attacks. Life on carth can be pleasant if we can get
people to use a common vocabulary because many
of onr problems are communication problems.

Recognize the problem. In all of these problem
solving. decision making packages that is the first
step. Peter Drucker, the most prolific writet 16
management today, says that it is embarrassing
when a manager gets the right answer to the wiong
problem. I know when I was on active duty that a
good way to get chewed-out was to give a general
the wrong answer, the right answer to the wrong
problem. Problem definition, problem recognition
is not easy. You and 1 have a tendency to jump to
couclusicns and we have got to stop. A systematic
approach would help us. Ladies and Gentlemen, if
you do not know what the problem is. no system-
atic approach is going to help you. You are going
10 blow it. We want to be sure that you recognize
the need for o systematic approach and that we
can exploit this dua personality that we have.

On this slide we sec a booX titled The Applicd
Imagination. Many of you may have read this
book by Alex Osborn. He tells us that all human
beings have four basic mental functions. We have
the power to absorb through our five senscs as you
are doing now. We have the ability to retair this
knowledge. You have the best data base ever crea-
ted by God. Did you know that? You have a
computer between your cars. Fourteen billon
neurons are ranning lewse in there and cvery
experience you have had from the moment you
were conceived, notice 1 said conceived. is stored
in that data base. [id ycu know that? Every
experience you have 1ad, good. bad or indifferent.
regardless of how you got it is there. My psychol-
ogist friends tell me tiiat you and | use only 8% of
that potential. Rapidly, non-graded question. What
per cent goes unused? Is this too fast for you? |
can slow down a little bit. It is all right to use yow
pencils and pads. 92% gocs unused. If that is true.
then multiply that by two hundred and five
mjllion people. There is the greatest wasted
resource. These two powers give us the ability 1o
learn. We have a third power, the power to judge
to analyze, 1o synthesize. to compare, 1o weigh
and then uftimately to choose. Judgment .
involved. Then we have the power to imagine. [ns
is our ability to look into the future and we have
to be future oriented.

Boss Kettering of Dayton, Ohiv, said many
years ago that we ought to be intcrested in the
future because that is where we are going to spend
the rest of our lives. That is something to ponder.
We ought 1o be interested in the future because
that is where we are going to spend the rest of o
lives. Imagination is our ability to look int«, the
future. Decision making is future oriented. Lvery
decision you made is in the future. We have the




ability 10 see these new combinations, these pew
ways, these better ways. These two mentai
functions givé us the abilny to think. All of vou
have these mental functions, Your children have
them, your ioved ones. your shperiors, your subor-
dinates, your peers. imagination is mcre important
thau knowledge, yet knowledge is important, You
cannot be creztive without knowledge, Creativity
cannot stem from the untaught. So, we need
knowledgs. Albert Eistein, a fantastic human
being, ssid that imagination is more imporiant
than knowledge.

Let us deimne what we mean by creativity. Dr.
Sidney Pames, President of the Creative Education
Foundation in Buffaio. New York, said that crea-
tivity is the function of three elements. Some of
you may wvanl 1o makz a mental note sbout the
Creative Problem Scivinyg Instiwte held in Buffalo
each year. It is the Mecca of the creative thinkers.
In your personal carcer development program, you
may wish to atend. The first of the three clement.
is knowledge. All o the knuwl Jpo that you have
had from the momen: you walked in this hotel
ballroom this moming is stored in a da.» base.
Relate that brain. that glant orgin that cach ~ad
eweryone of us has to a kaleidescope. What is ¢«
kaleidoscope? You remember the questions arc
non-graded. You have the treedom to fail. Yeu
look through a Hiife tube and what do you see
when you lock it the Hght? You . 2e colors of how
iany pattems? How many pahiems <o vou 02 i
you look i it one? Jne pattern. What happens if
you do not do anything? It remains the same
pattern. The advertisements claim that these kalei-
doscopes have one millior patterns. Well, how do
you get tie other nine hundred and ningty-nine
housand, nine hundred and ninety-nine? You
have to imagingtively manipulate, rearrange, and
wern if inside out. You have (o rearrange that data
and, flash, you break out with new patterns, The
saine thing happens with our minds. All that data
that we have in there, if it is not utilized, if it is
aot rearranged, if it is not manipulated, if it is not
tuined inside out, is stagnant,

The second element according to Dr. Sidney
Parnes is ovaluation. You must imadinatively
magnipuiate the pattern and then, once you get the
new pattern, vou have 1o evaluate it. Dogs it have
any uiility? Does it have any value or ig it just
trivia? Evaluation is important. A colleague of
mine. Dr. Robert Gillespie, an electronics engineer
who row has his own international management
consuiting firni, once told me not 1o siop at tuce
slements. I you do not have the fourth element,
you are aot gning to be creative. It starts with an

M. What do vou think it is? Motivation. As the
kids say today, if you are not turned on, if you
don’t give 2 damn, if you are not interested in
finding a better way, a cheaper way, then you are
nnt going 10 be creative. A beautiful example of
intrinsic motivation is in the film, “The Gathering
Of Eagles.” There are many lessons to be learned
from that movie with reference to violations of
principles of mansgement. In the movie, Rock
Hudsor is a SAC Wing Commander who cannot
understand why his organization is not turned on.
His Chief Master Sergeart tells him what is wrong
with nis outiji and boautifully describes intrinsic
rwsivarion, this fire from withi. versus that fire
from without. We Gave to externally move peoole
into action. So, Gillespie is right, we neeu to be
motivated. Once you have this kpowledge which
yuis magnificenily manipulate, you evaluate it
You have ‘o be wned on in order to come up
with ihiese new patterns.

Al of us have this God-given talerit. Why don t
w2 use i1? There are four barricis that I want to
discuss 1apidly with veu, Let us take a jook at this
slide which will tell us something about the learn-
ing process. Again. these are estimates. Don™t get
hupg-up with any of my statistics. | am remindcd
that of you have any hang-ups today, may they be
drip<diy. My psychelogist friends 1cll me that in
the jearning process we learn 83% by sight, 10% by
wearing. 4% by smeliing, 2% by touching. i% by
foang These 3. ontimnates of hiw we leavn. OF
course, of this is true, then | wont to take alook at
sight. The fitss barsier ie creativity i what 1
habir. Habit is eing something the .ame way
everyiime, We have good habits: we have poor
habiss. | want to address myseif to the poor babits.
Cnc of the nabits that we are goiag 10 look at
since we leam 83% by sight is sus habit of fooking
but not seding We are guilty of making errors
when we jook at things, uirors in ubservation, per-
ceptual errors.

Now we are going to have to do some work. !
am going to Tlash some pictures on the screen. |
want yuu to get involved in this thing. 1 want ycu
te 1cil me what you see. Don't think about it. Just
give me responses. Jim is going to flash a slide on
the screcn for five seconds. Put your pencils down.
Sit back and relay. You have to be perceptive. Are
you ready for the unexpected? How many saw
Paris in the spring? How many saw something clse?
A tsiangle. Two doves. Let us fook at the slide
again. We lock but we do not seec what is in our
total environment. Next slide, please. What do you
see here? A man smoking a cigar. a doorway. a
teakettle Now that we have those different
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responses, let us all imagine that it is a man. What
man would that suggest? Churchill. Now that we
have established the man, where is he smoking that
cigar? Specifically whers might he be smoking that
cigar in our country? In Washington, in front of
the Washington Monumens. What do you see here?
A skull. How many see a gir’? If you look at the
white and discard sverything else, what do you
see? A skull. Then reverse it and you will see the
lady possibly for the first time.

You know in management we have a lot of
data. I was shocked lasi week wken 1 was at Eglin
AFB to hear & man from Air Force Logistics Com-
mand say that in the four hundred and thirty dota
processing isiands that we have in Air Force
Logistics Command today and where we use over
one hundred and twenty computers that 75% of
the data is redundant. A lot cf data is vying for
our attention in the maunagement environmernt.
Some is relevant; some is irrelevani. To fusther
illustrate how we mev be guilty of perceptuai
errors, take a lock at this next slide. When you
lock at a slide that has two colors, which color do
yen home in on? The darver. When you do, what
do you sce? When you lcok at the blue you see the
word fly. What do vou see when you look at the
blue? Gec, :ric figures. What do you see i
common with everybody in this room regardiess of
your backgrounid? The arrow. if you are Jocking at
the blue, yo0u are nungwp on trivia. You ase
hing-up on irrelevant data ang you are missing the
relevant data in your environment. If I ask you to
look at the white between the cluc, vi:at o you
see? Fly. Is there anyone here tiat does noi seo
the woiré fiy? No ineture manager wouid admit
publicly that ke or she docs not see what everyans
sise sees. We do not like o admit te people that
we cannot see how linsar programming, how oper-
ations research, how decision making. how
creatinity can apply (o librarians. A colieague of
mine at Wright-Patierson wanted {0 know why |
was going fe San Antonio to talk to librarans
sbout decision making. He thinks librarians do not
make ary decisions. It is not uncommon for
people to honestly say that they do not sec the
vord fly, but I am sure there are many who would
not want to publicly embarrass themseives. if you
fall in that category, come to Reom 1212 and we
will have a 1emediai session.

Now we are going to zive you gnother stide.
Because it is only going to be up there five
seconds, you have to be ready for the unexpected.
What did you see m that slide? Six airplanes, seven
airplanes, factory chimneys, smoke, polluion.
Better take another look and see how many

=]

airplanes are there. Two, four, six. and look at that
number seven over there by thai spickestack. How
many smokestacks are there? Seven. What eise do
we have? A water tank, factories, clowns, silos,
You ses when we ook, we just home in Gn certain
things and ignore the rest. What we are trying to
show you through these errors of observation is
that we cannot afforé to have managsrs like this.
We cannot afford tc have managers loose in DUD
who have on blinders, who aniy see one little area.
I suggested earlier that we have to make decisions
in an inter-disciplinary environment. We have to
tear off these blinders. That is why teday there is
so much emphasis on integrated management
informations systems, iniegrated logistic support.
The xey is integr tion ta climinate the duplication
of effort that xists 1n DOD. So tunnel vision,
functional fixasion is somethizg that we have to
work on. if we do not clear “ns thing up, Senutor
Proxmire is goi:ig {0 have a hayday with us.

Habit is the “irst bvm‘er. The second barrier i3

fear - fear of failure, fear of getting fired, fear of
not getting your budges approved, fear of being
ridiculed, fear of having peovle faugh at vou, This
is a scrious barrier, an inhibiier to creztivity. Dr.
Jzmes Conang, {nrmer President of Harvard, recog-
pized what fear can do to a persen. Let usiook at
caricen he Liad mounred on his wail, “Behold
the turtle, he nakes progress only when his neck 1z
ent.” This is scnv:ihiag we shoidd remember. We
have tog mzny risk-averters in our ibraries todav.
You have to stick vour neck cut You have 10
commpere with gther seansgers ar yeur institution
for thoxe cntical resosroas. You wave to displey
initiative. Yoeu have to be on the offonse. You
cannot sit back in yous library waiting for some-
bedy to give you the r2scurces you need. You
hiave to take a fook at your fears,

a
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A third barrier is prajudice. This is a menial
autitude for o5 against peopu. What do you
expect, she is from the Army. She is a command
fibrarian. He is a dumb Polack. ¥You hsve ethnic

tories: you have religious storics. We ruie people
out becanst of cur prejudices, because of our
biases. This is an inhibitor. We are nct recoplive to
ideas from people whe arc just cierks, a uS—.’., ora
janitor. We ru}c neople ouf because of rank, job
title. s0x, cthnie, religimas, ‘.né facial bias.

A fourth barrier is ipsrtia. This is ene barsier we
are all plagued with. Next wesk we have to get
organized. Procrastination. 1t is always next week.
We dd noi have time to do i today. You hawe g it
of good ideas hak in vour d2sks and in your heads
bui you do not have time o develop them. You




do not have time to document them. You do not
have persistence, the drive to pursue them. This is
a tremendous inhibitor. Another form of inertia is
what iney call killer phrases. There are about
onz-hundred and thirty-two killer pirases that we
use on one another daily. For example. whesn
someone comes in and says, “Boss, I have an idzea,
what do you think of it?” What is vour first
response? 1t is no good. What are ycu trying to do,
get me fired? We tried that foriy-eight years ago
and it did not work. Headquarters would never
buy that. And here is the king of alt killer phrases,
“It can’t be done.” Do you know in your archives
it is documented that acronantical engineers say
the bumblebee cannot fly7 it is {oo heavy; it is out
of proportion: and the wings are too small. But the
bumblebee does aot know this simple truth. It not
oniy flies, Ladies and Gentemen, but I arc told it
also makes a tittle honey on the side. 1t can't be
done. Confucius has 5 time-tested quotation for
people who throw that phrase around loosely. 11 is
a couple of thousand years old. “Those who say 1t
cannot be done better get out of way of man
doing it.” This country has been blessed wich
those who do not krow that i« cannct be done. H.
Ross Perot of Texas is 3 beautiful example of a
man who was told by tiie banking communsty and
foan imstitutions ihat there was no need for
software. He was perceptive. He saw a need for
software to drive the hardware in the computer
industry. He could nut get a Joan. Nine years Iater
he was 2 billionaire. Hugh reffner is another ex-
ample. We have other cxamples of peopiz whe
were able to overcome these killer phrases. When
those motivaied Wright brothers had the nerve to
By, thry separed bicycles and they parformed
research. 1hey got 2 Io: of help from libraries.
They wrote the Smithsonian Instittucs: they com-
municated  with peopie in Germany whe slso had
the desire to fly. On that memorable day in
December 1903 when they did in fact fly, the
egitor of the Dayton Daily News refused to print
the story because his attitude was that i God
wanted nmian to fly, he would have given him
wings. So recognize that when you come up with
ap jdea, you are auivmatically going to be a
mirority of one. You are going to have to buck
the system; you are going to have to buck
closed-minded managers. Ideas have been success-
fully implemented in government, in industry, angd
in educational institutiops. We have bureaucracy in
al} three major societies. It is not peculiar to DOD.

What can we do to stimulate ow creativity?
Those barriers that 1 talked about - habit, fear,
prejudice, and inertia - are only four, There are
twenty-ight others. 1 did not want to take time

out to discuss ali ¢f them. What can we do? The
first thing we can do is to take a lcok at ourselvss,
ke a look at our habits. We had better do
something about those working against us. Fearis
normally attributed tc fack of information. Seo
read the books; call people; call heagquarters; cali
2 subordinate organization. As you gather infor-
:ation, 1 pregict fear will disappear. Prejudice,
sou will never abolish it. The unly thing we can
hope and pray is to control it. Be oper-minded; be
objuctive. That is easy to say but so difficuli 12 4,
To combat inertia, be action-minded. Do sict be a
complaingr. We have 100 many complainers in cur
organizaticn. We neced more acsion ozieited
people. If they would iake all the time they attni-
bute to complainiag and apply it iv implementing,
they would succeed more times tuen they weald
ever dream wes possible Ineniz, the onlv answer is
zcfion. Do it today.

The second thing you can do i3 to use the MIT
checklist developed by 2 groap of eomneers. A list
of self-interrogators is in the handoat. There are
sixty-seven Jifferent gquestivns from theze pewer-
ful. maniuplative words. Wien sov are looking at «
problem. you ate looking Yor alte. natives. You ute
ready to make g decision. Tare words like adapt.
modify, magnity, ranify, subtsaci, add, substitete.
reverse, contbine, rearrange, and who aows what
will foll cut. What other ideas mignt be adapiable?
Fiffy or sixty other questions are oa thi. idea
bearing checklist. It is amazing what the mind can
do if we evir let 1 go. So 1 say you smust develop
an outsanding ability 1o ask questions. An insep-
arabie part of questioning ic lstening. We are lousy
listeners. We have not been mugit (o listen. We
listca tn refuie msicad of bstening & voderstand.
If you are simcore, it you have any vrufessionad
socisiies in your orgamzaiion, } suggest you
explore the feasibility of procuning -~ listening
package developed by Xeiox, I ain told (v s ope 6f
the best in our country. So the seeosd thing you
can do is to develop an suistanding alubity to ask
quesiions.

A third thing you can do is 1o study the
different idea generation techniques on the
market. There are about ¢ighteen of them. | hav2 2
handout for you which Iists eleven of them. If we
can learn how to judge or withhold cur judgment
when using a systematic approach to problen:
solving and decision making, our chances of
ceming up with the best solution is maximized.
That is what our goal should always be as
librarians. Thomas Edison said there is a better
way. Find it. Do not wait for headquaiters; do ant
wait for your bosses You have ideas and your




people have ideas. Your responsibility is to
establish and maintain a kipd of ware that can be
nuared. Sn this is one of eleven different idea

" generation techniques. L2 s take % look at some

of its features. Of course, we want ideas. The
whole idea of creativity is to vonte up with new
ideas, new ways, batter products 10 that we can
manage our critical resources. We have ideas. What
we-need to do niex{ is to g2t them out, There are
some 7ules that we ca put into practics to accom-

“piish this, Freewheeling is welcome. ¢t your

imaginatien run wiid. This is difficult forycuznd
me to do bacause we have been taught 'l our lves
to judgz. Now we say, et it all harg on, withhold
{udgment. This Is the most important fule. Qualty
»s wantzd with an accent on speed. If you can put
shese nulgs into play, yoo cen go s6io o ¥ou can
use a grove Thot j3 the doauty of this method-
oldgy. You esn go either way. This can gire birth
{0 an idea bank. Ycu have s bank t& 2iore munsoy.
Why slen't we have idea banks? Noxi dime vou

- have a problem, don’. eall tex: ncople together; go

10 k32 id2a pank and ce¢ if the sulution might be
there, Ws will have 16 ve serlous ceneideration to

iy
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Naxt thing we can de o shawiate ovr crea-
tvity I3 o be positive. I'steed of beirg nepaiize.
b2 podtrm, Next time son-cloly comes {0 you
with an Les, before yru opra you, mouth, cross
your legs. That wil® be z signal t0 you that the first
thing that comss out of yovr mouth »s gong to be
puddve, Give all the positive responsc to iba
serson’s ide.. Then, winress your fegs which is a
signai fe y T teat you have 19 i the! suin over
andi teil him what weaknesses you defect. B sosi-
tivs first und negative second, Hers 1s another way
to be creative. As liboariens you 2.¢ no diftereni
Gl 1 £V el Tarager. Y ou have - had life. Wo
are old that 50 of whet «n engnoer is tzupht in
colleae is out of date within five years a:ler grade-
ation. So I ask you, Mr. and Mis. Libeatizn and
Infonaation Specialist, what is your haif Lie® Ar2
you waiking on 50% efficiency? The answar i«
centinuing oducatiop whivh s rapidly becoming
big business in our country. kanegers today are
going back to schoul by the millions We have v
three hundred universiies and colieges in owr
country that hev2 establisiiag and are maintzining
aggrexive continuing education programs. You
better stast getting outside the libraty protession.
You had better start teXing some cousses in the
general arex of management. You had hetier

expand your hcrizon so that when you get into
this Inter-disciplinary task force you will know
what that engineer is saying, what that doctor iz
saying, and what that psychologist.is saying. You
had befter expand your vocabulary so that you
cart glay a proper part, Of course, T am suggesting
here that you must be 2 pr. You krow we always
talk sbout librariarship as 2 profesgdon. My wifeis
a2 pusse and the nurses are having the same
preblent. Are you & proszssional? Well, if you are
s<o7 going 1o be in g professior, you have to be a
pro. The only way you are going 1o be aproisto
¥ecp vp fo date. You cannot mansgt Tesunrces
todsy with knowjedge thet is five, ten, twenty.
thirty yoms old, ¥'r hawe gitcovered in the last
tlecgde that the college degsee and the »gn echool
diploria is 2o longer a lifeime guarantee that you
can msnage the rest of your livas without
seniinuing eduation.

it I difiicult fo- you #nd me because ve must
breok Sictime habits, May 1 2t yor 1o fold your
harids. Now lovk ai vour thambs, 18 your leff.
thumb on {np or is your right ttumb on top?
Before you answr, sepamts your hands. How
many hed the lef} thumb un fop? How many had
the right thumb on top? Now dasp your hands
again and reverse the position of your thumbs.
How docs 1t feel? Stiangs, awkward. Now, 1ol
your armg, pleasz. Look at your anms. Is your it
xm, on o) or your right one? Before you answer,
separate your anus, Now fold them ageln and
reverse 1t? hiow does 1t fesl? Wrong, sirange. So we
*r2 2518 {0 have 1o break lifelong habits and it is
we gagv, This suggests tiat you have o practice,
practice, preclica.

To close this Jry hour § want 1o shaze with yon
& quotatiyy from an lialtan, Machiavelli. in 1673
he 3id something which 1 thinz is approviats,
“Therc is 1othing zee difficult to wke in hand,
me e etilous 16 cunduet OF mord uneesicin an i
cucesss ‘ham to take the 1833 10 the introdustion of
a new order of things.” Whsn vou i ¢ crzative, you
ae going v come op with new dags. You are
gG'ag 19 bocume autorsticaldy a changsd agens,
You sra 10ing 3 intodi ce citange. You have 1
recognize tnax this ‘s not an essy godticn, Yoo
lave to ge cowmaneues: vou hove to bo abie to
pueste theer ideas Tagme Is v doubt in my mind
that, of yuu are 3bie to pat some of the things into
pracicd that we are £¢ 18 . td% (0 you abouf this
weik, vau will be bette: roianars,
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FORFCASTING AMD PLANNING iM DOD LIBRAUES

Graham W. Rider
Air Force Imtitute of Techinology

Ve arc itaving 2 sympozium or a semiiiar and
what these yenerally degensrate into :s a series of
pecple who stand uv, 121k avous someihing and
then give ycu a five minute question and answer
pericd. No one azXs any ouestions 3a9d it just
seents to repeat itself during the day. Eve.yone
fonks forvard 1o the cocktal huur because it
rapidly beccmes a boring cperation. We did not
want that 1o happen. We had smne ideas we felt
w> could contripate, that we could build upon.
and we fzh w2 might be able 2o vo romething 2
litele different for you duir g this session, in fact.

mwke it a worksiiop. So we intend 16 do it

What 1 am going 10 Jo is take something ff
tap shelf so 10 speak and skow you sometldng ﬁ-m
is beirg done, or proposed 10 be done today in the
military organization, how it is applic1 and then
let you take that idea, that methed, if you will,
and apply it *o your business. What I will do first
is talk apbour hiow we conceplus’’y anelyte thc
ainure. Thi; is i+ first pant of planning and fore-
casting and it really has 3 great dea: to do with
iorecasting itseif. Forecasting can be very scohis-
ticated. We can wualk in terms of mathemauca!
mogsls, gathering wnd analyzing data and coming
ocut with some pmjectfon 19 the spwrm. This is
nomtally what is discussed when we tall about
forecasting. There is a Iesser knowa bui 1 uiink
cquafly valugble way of forecastng e futurs. 2
qualitative way, it is concepiual analy s, What we
want to de i5 take a leok at the future Sem a
concep!t poin: of view. What is sus coneep. o0 the
uture in cur budness?

7

3~.‘uw i want o iake afavk way ryi Y

a3 307 .::h' 13 ;.*;’.‘W"'"‘S}‘ brtween 1l
314 2.3 S, ‘-’-‘u ot go:‘;z.- i 58y, “mw, womic Ot
:¢ 5ost } oot ddo s laok
fo gaxt ';-cz'," ! asa al:aid tha! miost managsts,
e DO, sav that aest }e?; is
as f3r as wa <ap plen, 'w.‘c dit niee pven snow what
be. My response has to do
ioconoeras = quoe "1..! 'a
Mdorofiy frsngated frem the Korans " vou ¢
aut know w}wrt :-.'cu z«;ra* 3_’ siniy, 20y 1926 will du
@ vy ehisctive i for
18Ry yoarz f e e, .3.cu sy road throuels the
of yours il du. Ve «ill ke what we
cin @21 and we vii ond uh proeses not as \s-.u cft
& we nghi hove boen har we ot up some
ioug-rong2 goal, Onesr w2 have decided the place
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vig want (o be then each year we can fake a piece
of it uniil finally, over shat fiftecn »ear span, we
will : accomplished what we wan.. Of course,
cach  .ar we will be revising our goal as we get o
litsle more knowledge about the charges that are
taking place between now and that time? pesiod.

So, the problem is, let’s forccast. Let ™, forecast
that ume period. | said that T was going to take
something off the shelf. What | am going o do is
Jve vcu somezhing that has nothing 1o do.
directly at least. with libraries. 1 am going todoa
strategic analysis. Now this is not necessarily the
method that current Departaent of Defense
planners usc in analyzing the future for strategic
putposes ia their ultimate military operations, mil-
itary defense. of this nation. It is, however. a way
to luok at the future. I think the framework is
what is so valuable. We will 1ake thai framework
when { am finished and apply it to libraries and
infeanatior. centers within the Depanmeat of
Defanse. We wifl ask somewhat similar questions
and it is with those questions that we will be
cuncerned foilowing this presentation. There are
twenty sables around this room and we will ask
yuld 1o go 1o these tables and have a buzz session.
Fach table will have a question and you people
wito will be sitiing at those tables will be asked to
acdress yourselves to the question and come up
with ap answer 2o it. You will turn those into me
<eforc we bicak for lunch. Tomuorrow moming we
will use the results of your efierts in developing a
»lan 10 reach that pont we should be in 1984,

So back 1y tie sirategic analysis. This is going

e Do sy own siratogic analysis, no one else’s. |
have ne aceess to secret documents., I do not work
on ihe pian.n“\;, staff of tie Department of
Detense, and | havre not had an opportenity 10
los¥ at anvibing in this line for at least three
_vc:-.r: So, it's unciasified. it is purely personal
on, .md vou ar2 weleome 1o argue with me if

1 20iag o do this analysis within this

; '.”.i is the wav 1 want to start. There
are four areas in which 1 must come up with
apswes 11 § am goeing 1o define what | need to do
in order o ha*«“ a satisfac aetory military capability
r-m the !-' ring 1980 1= 1985, | nzed to talk
§1¢ udc» around the world. 1 aeed

they are going 1o be because they

Wiﬁ influence ihe or'd situation. 1 nzed fo know
how soz ic.}' w:n allocaie resouices to the military,
1ot jusi this saciety. thic American socicty, but our
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friends and our encmies as well. How are they
going to lcok at the military and what are they
going to do for it? What will be the material level
of civilization? How advanced will we be in fifteen
years? In what areas is suciety going to press
forward, and finally, what will the instruments of
war be then? We will start with political attitudes.

I am going to give you my opinions of what the
potitical attitude will be around the world in 1980
and 1985.1 think that Russia will be somewhat
more moderated than it is today. Russia has
evolved since the October revclation through a
very vitriolic state of internal and exteinal pres-
sures toward developing the Communist politicai
attitude. It has moderated somewhat in the last
decade and 1 think will continue to do so. The
reason, well basically either through our own
efforts or those of our friends. sometimes those
people who are not quite so friendly to us,
Russia’s communisia has been contained. It is no
longer able to expand. Not being able to expand it
must turn inward apon itself. Finally. the lcaders
of Russia are finding themselves in a position
today where they have to say to the people. or the
people are saying to them, “You've made all of
these promises to us ail thesc years and yet you
cannot quite fulfill the promises becau-e we have
all these things we have to do and we've got to
take care of our expansion in Hungary 2nd Austria
and East Germany, etc. There was a war going on
that we had tc support but nore of that is going
on any longer.” Other people are saying. ‘"“Where is
the new pair of shoss, where is the new auto-
mobile, where is the new apartment?” People will
have to start controlling these things. So. Russia
will turn inward. Russia will not be guite the
threat that it has been. On the other hard. Csina
will be the major threat in this time period.

China is about two decades behind Russia in
the evolution of Communist politics. Communist
China is still somewhat expansionary. Its leader-
skip is «till so.powhat n2w, new in the sease that
Lenin and Stalin were new, new in the sense of
maintaining a very firm control over the country
and heving such very specific ideas about what
that country’s objectives will be. China will be a
major threat to us during this time period. The
Southeast Asia area will still be unsettled but we
will not be involsed. Still unsetiled because it is an
emerging part of the world that has caught the
attenition of the major nations. As a result there
will contintic to be gucrrilla waifare, there will be
strikes of various sorts. there will be political over-
throw, actions of a very turbulent nature, but we
will try, because of our experience during the past
five years. 10 stay out of it and I think we will be
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successful in staving out of it.

The Middie Exst presents a real probiem. Most
of what | have talked about su fir has had to do
with what you mighi call ecoromic politics. The
demand for more land o1 the demand for more
peoples to believe or to opzrate within an eco-
nomic social system called Communisn. In the
Middle East you have a to ally different situation,
a religious <ituation. So long as two religions that
cannot peacefully co-exist but do in fact exist next
door to each other there will be a continuing
problem of near or actual war. It is this area that
may present an even greater threat to our stability
than China.

The European area, much more sophisticated
politically than it is today, will have made sig-
nificant moves toward a European political
community, the evolution of the European
Economic Community. There will be a European
government (o which the states of Europe are
allied. A vast amount of work will have been com-
pleted towards the creation of such a political
community.

1 Go not believe any other areas of the world
present any significant politi :al problems or will at
that time period. South America will remain essen-
tially the same over the next decade.

I think in Africa you are going to see verv, very
slow zrowth. There are going to be several decades
before the progress in Africa reaches the point
where those nations can evolve to any kind of
important political position in the world. So much
then for external political attitudes.

This is what we are going to see in our envi-
ronment. How about the internal political
attitudes? What are we going to be like? What will
be the prevailing politicai attitude in the United
States? With reference to our particular problem,
the prevailing political attitude will be inwardly
directed. Remember that the vouth of today will
vt between thirty and thirty-five years of age
during this time period. They will be the new gen-
eration of adults who are typically the most
effective and the most participative in politics in
the United Siaies. These people will be voting. The
aititudes that they have acquired during fise past
five years will be carricd with them. though some-
what minderated. into this time period. Their
political attitudes will be against w.r, against the
military, though not perhaps so viclently as they
are characterized today. These pcople will be
wmied about problems which 1 dr. not think will
have been solved by that time, the same problems
we face today: racc, the poor, ecology. These are
the probiems that will still be with i:s and they will




be preduminant witkin the United States. So. the
social ¢conomic problems that we have today will
still be with us and they will be with us in
somewh:at the same form in the 1980 to 1985 time
period. We will have made some tremendons
strides toward solutions, but nonetheless they will
not be solved. 1 think social problems will Lave a
way of never being totally soived. Even so. the
nation wil, be looking at its own problems, trying
to isolate itself to some extent from the rest of the
world. The national goai will be to salve these par-
ticular problems. We will have long since abrogated
any total responsibility to be the world's
policeman, to be the world’s provider of food and
sustenance to the puor and ailing. We will be
willing to provide advice and assistance. We will be
able to provide some measure of help, some
measure of world policing but actually on a lower
level than we have provided today. Our naticnzl
goals will be the improvement of our society
during this time period.

We discussed how these societies will be devel-
oped in terms of political attitudes. How will these
societies allocate their resources? I believe that our
potential enemies will allocate more on a per-
centage basis to the military than we will. Our
enemies, the potential enemy, China for example,
will allocate a very significant portion of its
national production to military forces. They will
be creating weapons, they will be building sophis-
ticated military materials in the nam~ of self
defense just as we have since 1945 with k.-sia 1
believe that the same sort of development will
occur in China. It will view Russia and it will view
us as major potential threats to 1s existence during
this time period. Therefore, China -vill devote a
considerable amount of its “dollars™ to its
military, and accordingly, present to us a consid
erable threat to turn into an armed force.

Other potential enemies, | do not know whose
side you might say they would be on but let’s look
at that Middle East conflict agzin. I do not believe
that either ine Arabic nations or the Jewis!, sation
of Israel can afford not to allocate a significant
pertion of thair respective products to the mili-
tary. They will over-aiiocate because of the religious
character of the war that exists there. The others
in the world, I do not think that we will need tco
much of an allocation of resources from other
nations of the world. no more than we are sceing
today on the part of developing nations who to
some extent allocate 12svurces to the miiitary for
status and prestige purposes. They are concerned
with the protection of their borders from their
neighbors but beyond that they are not presenting
any great threat to the world.

Internaily, and here 1 want to break it down a
litdde bit, to talk of sp~-ific areas, how will our
society allocate some r¢ .u:i<s to us in the per-
sonnel area. | think that * « are going to have fess
people offered to us. Th. ~-e of the Department
of Defense will, 1 believe, continually decrease
through this decade and level out at a fairly low
level at about 198C. It will be an all-volunteer
armed force and the character of that armed force
is up for sume discussion. There are those who see
it as a mercenary organization with all the negative
connotations of the word. There are others who
sée 1t in a much more favorable light, but at any
rate 1 think we ae going to get less people. We are
going to have trouble detenmining the nature of
the force itself. What kind of people are we going
to get? Some constructive steps are being tzken
today in terms of offering at least pay com-
parable to the lowest level within a civilian
organization. We have to offer a man a job in the
military at which he can earn the same amount of
money that he vill earn elsewhere in society given
his skills and ability. Beyond that we reed to do
much more. I do not want to get into it here but
we will have a significant problem in the military
of creating an environment in which we can attract
the right kind of people for the job. Research and
development has becen a big dollar consumer
threughout our history since Woild War 11 1t will
stop being a big dollar consumer. Military research
and development has been going down and i
predict will continue to go down in terms of
doliars over the next decade. Procurement during
this time period will be replacement only. These
twd major consumers of money will be at a
minimal level.

We have scen gross national products for
defense go from something like 44% in the middle
of 1944 or the middle of World War II to alow of
3.7% in 1949. It averaged about 8% during the
Korean War years. A vear ago it was 7% with 6.6%
projected for this year. 1 belisve that by the time
we see 1980 roll around that we will see a budget
which will reflect a consuntption of romething like
4% of gross national products being allucaied to
the Department of Defense. a very low level. 1t
will be a low level vecause all that we will be really
needing is enough money tc carry on our opet-
ations and a little bit of money to sustain
procurement, to replace what we don’t have. Isit a
bleak picture? Yes, it is a bleak picture because 1
sce the military role in te society that's going to
be with us in 1980 as a reduced, a significantly
reduced role. People in this nation will want to sce
the military organization revert somewhat but not
all the way back to what it was in 1938 or 39.




They will want 10 see the sionificance of the
mititary in society reducd sc that the ol
proble:ns can be brought to the fore,

There will be siynificant increases in the mate-
rial level of civiiization. As we move from wartime
to peacetime, that is if you can really s2parate
these any more, but as we move from 2n emphasis
on war with the Vietnaiss iavolvement to 2 peace-
time emphasis in tnis country. we're goisg to
re-allocate dollars. Dollars that have been gives to
military research ard development, dollars tha
once were used o develop nevs weapons sysiems,
will be used instead to develop new systems for
trash disposal, new systeins of transportatior. new
systems to take cars of air pollution and water
pollution. In other words, the technelogics; im-
provements of the decade will be in the arca of the
ecology.

The transpertation area. or a2 the nilitary wnm
is used. the inmtrastructrre of the nation will be
enhanced and {rom a nilitary poiiit. ai icast 2
defensive point of view this will be good. We will
Rave beiter highways and better ‘ransportation
systems. You hear them talking about betier ar
transporiation. better land iransportaiion,
particulorhy in the form of rail. inter-city as well as
intra-city. The cres rapid transit system is San
Francisco is the forerunner of significant mw
developments thar will come 1o the cities in werms
of moving people arounC. The fieeway has not
been an adequate solution to the ,.zoblem but we
will create betier ones. Power disiribution within
the United States will be siificantly improved.
The brown-outs, the black-outs, of tie 6G’s wili
not appear during the 83's as we will have solved
those kinds of problems. The same will be true
with facilities in terms of the other utilities. You
kew them talking about sewage dispesal. water
distribution. gas. etc. We will have significant
improvements in this arca, all of them with a mind
toward cleaning the envirorment.

What wiil be the general instruments of var
that we will possess dusing this ume pericd?
Again, | do not see a very good piciure at (s
point. 1 think on the land and on the sea and in
the air we are 20ing 1o have escantially the same
weapons thet we have today. We wil probabi  buy
a few F-15's and we wili buy U-1's for the All
Force. but we re not going te buy many. | think
we will still hase the F-111 around and the F-4. It
will be our ruajor weapon. We will have seme
F.15’s but they will niot be the major backbone of
our fighter fleet nor will the 3-1 be the hackbone
of our inter-continental strz2tegic force. Instead we
will still have the Minuteman and the Titan on
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board. So. we wili find no significanmt changes.
Swae deveiopment, but not the rapid pace, not
the rapia obsolescence. of weapons.

In space our offons will be aimed s a more
drawn out space pregram than we hzve seen in he
past. There will te 1o more one decade objective
S reackies 3 planei. or saying as we did :n 1239
that wo il reach the moon by 1976, We cannot
ro v afford 1T i &k owe will continue our explo-
rata of wace aned rom that derive significaat
deveiomsent. So we are really zoing to eo inio the
neat Jecarde with abeut what we have now

Aad others. | aiways like to throw in others.
There is cne envirennn =t i which we do not
really o very well waed o ¢oines to Egl g We
fight weli on the surface of 1znd. we fight well in
the air. we figh: weli on sea 2*® Bzlow the so:face
of the sea. but w2 donot do very weil underneath
the surface of the lasidd. Someday someone is guing
v come along with a new machine that will enable
%y 0 Make war under the surfree of lund ond that
will be the i2st oxpansion | suppose as far 35 the
epvironment of war is concerned. 1 Joubt that we
will see any significant progress in this area undess
it is found that pipeline sransportation by pneu-
matic rube of people n capsuies is possible. This
has been proposed. The idea here is 10 dig inng
unneeis betwesa cities ang then to buila capsules
that will be operated within tniese tunnels. You
and I will sit ir one of Jiwese cars and. just as in the
oid J.C. Penrey stores. you put it in and close the
door and a charge of air cones along und shoois
vou from San Franciseo down to Los Angeiesina
matier of mements. 1% 1s a fascinating concept and
if we devclop the technology to build the nnnels.
then. of course. we will have the tcchnology to
further the sub-surface application of military
operstions. One of the best aspects of this idea is
to get iransportaiion that does not presert the
eyesore that ihe highways de teday. It dees not
take ground surface that people need on wiich to
live. So, we may out some monrzy in that area.

There is an analysis through the four levels.
What [ have done is tcken four different nant, of a
‘ramework and lookew 2t the world syeation in
1784. 1 told vou n was my opinon, Thic jc wh
we ¢l Le face€ witn. Now shic s the forecast and
it 15 the first step in piaening. Furst, what s
going 1» be like? What do we face in aur frjusc?
Onze we kiow thar, ther we can come op with
wuRie 3PsSwers sbout what we must do.

So far as DOD lYibradans are concerned, 1 dn
noy believe that you a3 .nznagers will be closed in
1963 Youa will =531l have sorns ideas about what
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Iibraries should oe }be and what you: 1ob i gomg
10 be like in 1984. These Kirals of questions once
answered give you a rosd w lollow, a specific
:oad because you hacw where you're going. And
thr 1 is managing by objectives. What ste our objec
tives? Let’s concepually asnalyze the library of
1984. Let’s take a look ct the prevailing attitude.

Wit il the military pu‘)’sc your migiavy poblic,

:hink about your library i 19847 What wx'! be
their attitude toward yeu? 1 dont prapose to
answer these yoestions. 1 pave them writien on
caras anu they are on the tables. When we bredk,

yuu will have a chance to take a look at the ques-
1uns and discuss with y o olluagues the answers
v tnese questiens, Tomorrow we will bring them
togcther and sez what vz itave as a composite of
sotie 200 professivaz] 1eanagers of hib-aries.

How sbout the nusitan spacialist? There will Le
s ot of military specialists in thus time penod and
ihiese military specialists w.li need your szivices.
Fouget what then attitude wili be wwward you.
What will they wont fromy you i the way of
services? What will their demands be? What kinds
of specalists will exist in that time frame? How
about the mintary academician? Whai will his
tends be? You hnow you will have 2 new anmed
furce dunng that e parivd. one that will have
had g decade it whidh tu desslop a professional
< volunteer atmed fores. What will bhe the
Joanging aature of the academic reguirement in
sucdi an armed ferce? What Rind of peopie will we
kavl? Whar kied of training pregranic are we geing
v Lave thet you will have fu scpport ot the fowest
i ol for ihis man volun.ewring e come in. What
.nd of programs are 3y ou going 1o have 1o support
a.. 22w offizer manager uf this e period? He is
Loo@ , to be workine with drafiees or men who
vigitee.ed for the Navi becsu.e they did nut
\-..mt the Army. He is going to be working with a
{ually differsnt orgenization and hi- men are
g to be J-flerent too. Hov about the libiarizn?
io» il the librarian look =t the libra.y”? What
deanges mantizede do you pocaive in your profe-
s Hawe oy of the gtteindes chapoed over tie
past decade? Have you deiceted in tw fifteen
seat, that you bwe beon medting ifferences.
changes. oV dynami: developmenis within the
iy aeme oF BhoarisT it v hone v in the
fawre? What is the natterr? What is the trend that
will identifv the libranan's attitude towurd the
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P84 Wiaty rvices How will soddety treas us?
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First of all, let’s 1ake > 150k a7 cur competitors.
§ thuk you are gomng 1o haie 10 define who they
are. Will sociely give mwre v the competing ac-
Uvatics thas 1o yeu. Other subsdiuies for the
hotany, do they exist wday? Wil they exist in the

futuze? Will someone else do y out jub betier thap
you? Will you be on a base where the n2arby
colizge campus caz give the militzry public
perhaps better service than you car or the military
academician? Does the downtown libraiy de «
boter job? Will it do a3 better jub in ihe future
than 3y su can do? What will society do for there
who aie dl set in the business of library manage-
mert? How about the inward allocations? How
wii} iue Department of Defense treat the iibrary
durning this time period? Is your budg.t going to be
slashed, cut. dropped? Are we guing to close the
base librarv as a money-saving device? It might
hapnen if s ot haver’t gone through ike hind of
analysis ¢ 1a* [ am talking about. You can . your
buay and hie can tell his boss and so on until they
eact the top what you pereeive as the defmite
roie for the ibrory in the fuwure. If you do not
d2fine thai mole, then [ 2o not believe that ycu will
¢ able to defend vourselves when it comes io
perhaps the very existencz of the lbeay. Once
vor define the role then you can talk in terms of
what faciiities vou need, what prople vou necd.
what &ind of fi.-ancing you need. What will the
library look like in 19842 I’s an irteresting
uestion.

What wili be the material level of the library? 1
Jm trying to maintain 2 continuiy berween he
carlier strategic analysis and this one. Wha. will we
Jdu in the way »f technological innovation for the
library in terms of inernal control? What sort of
tsols can you conceive of 1o do vour job better
par-icularly in the arca of computer applicaticns. 1
Juax thers are trenr:ndous developments that can
be mage. 1 saw two in the last three years thar |
thinl. are significant. They 1mpressed me. | am an
autsider. 1 am a user of thes service. At Arizona
State University | saw a computer system with
which the libratia.: could tell me who had a book 1
445 unable .~ find on the shelf, when it was due
back. and when ! could kave it. That is a treinen-
duas improvement in service. 1 am sure each of
sou is familiar with such services but as a user |
was very, very impmessed. It werked well. When 1
did rescarch for my d'ssertation, | wrote the
Defense Logistics Stadies Informarion Excl ange
ard DDC. From both | god stine very goed bibli-
ographies that hriped me 2 great deal. ? showed
thest to my colamitiee and they were convineed |
had not done any research. thac ¥ had not gone o
tfie library 2nd pored for hours over baok stacks. |
had gore instead t6 2 reference service and they

ve me six of thest custom bibiiogzphies that
\ouw‘c ali scen in their impressive stacks. These
;:sop¥ were convinzed thyt § was iying down on
the joi. It was act unul the chairmar of my
ccmmittee s2id 0 the other {our members,
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needed tu create 1t, and of ceurse, in terms of the
other things we need. ie., those things that
communicaie the knowledge that we store. Thess
arc the things | need in my plan. Thet 1s it that i

“Gentlemen, this is what we have been striving for
in the educational world, this kind of research
service. This is what we want not what we want to
object 0. that they finally allowed me to go

’i%

ahead. I certainly want tu thank those people here
who have contributed to these Kinds of services.
What can you do ffieen years from rov 2 What
surt of creativity cun you 4pply to yous b to
come up vith cven better service to the custom, *?
You can use your imaginations when you conie to
this question.

What wil} the librarv in.ra-structure b¢? Are we
stil guing to have base lioraries with one set of
books that the military man and his depeadents
can use, or will there be a different way of getting
knowledge to people? Are ihere substitute wavs.
Building a building and putting books ir it has
done quite well for centuries. Do we want tc¢
continue that wav? Perhaps, but mavbe theie is a
better way to gei knowledge to the individual.
Think about it. Be imaginative. Be creative in
answering this particular quesdon. How can we
better serve our customer?

Finally, what will be the general instuments of
knowledge? A nore too creatise question. b
again 1 am trying to work in the same Tomewos
cf analysis. How are we going to communicate
knowledge to people in 19847 Will v/ stil' usc
books? The bock. since the fust one “as printed,
has been an excellent nie lium of comrnunication.
but vor are zll w+ll aware . the facilities problem.
Books do occipy space. So - awaber of oiher
things huve de.eloped Taere are mic-ofiche and
mizrofilm. There are ¢ven .nore miniaturized ways
of presenting daws. Can we do somethiry
differently? Do we 1 2¢d to stay with the book?
Films. 1zpes and computers you all Xnow about
and the orly new idea 1 couls come un with was
the throw away, and ! am not sure that it is new.
Could you possibiy ched a book out to me that |
could throw rwav when } have read it? 1s there a
way of Joing that? Woud it be more or less
expeasive? Are there other ways that ywu could
communicate knowledge to w2 or facititate the
communication of xnowleage 10 me? These are
the things that 1 thin* you need t¢ addicss
vourself to hecau.e, unless yoi peiceive new ways
in which knowledge might be communicated. then
you will have 3 difficuit time in defining the role
of the library. the kind of intra-structure needed.
and ali of e other juestions that are answared
here. They all interrelate. Once they do interselate
for vou then you have a corcept, a concep: of ths
fibrary irn 1984. That concept becomes ycur
objective. This is what we necd und i can now
begin to describe it in terms of facility, in terms of
the people necded to run it. in terms of the inoney

the framework for analyss. Answer the guestiors
in the four areas and we can come up with the
concept of the library *n 1984. Any now, 1 ¥ant
you lo do that. 1 want vou to be abie w
participate in the devcispmeni of this conrept.
Lzt’s hope thal we can be saccessful so that by
tomorrow morning when we 22t back we cai: have
some iJdea of whai the libriry of 1984 will jook
Vike.

What | am going to ask you to do now is to
move to the ruund tables. Plezse, as John said
earlier, do rat go with the psople you traveled
with. Do not go with your own group. Gisls. meet
sos1¢ strangers. Talk over these problems and write
Jown the answers for me. I will be around to pick
them vy jus. befze pinch time. Thank you.

I sat down and went over all the responses that
you gave me yesterdzy. That is not -cally true. i
went out zad wade merry too. and thon cane
back and went over the responses. I accept com-
plete liability, guilt and admit the errcss in
advan:e for what { have done in transcrivng the
answers you have given me to my own notes and
then retu.niry them to you or to the whole group.
What 1 want © do s morning ic go over the
questiens, i.c., the ansveers to the questions that]
posed o vou yasterGay. Of course, some of those
questinns were given to mrore than one table in
order to get a grouping of responses. i have
brought those together and ncpe to give you now
your impt.ssion of what the iibrary of 1984 will
be like within the Department cf Defense. You
will recall yesiurday thai we looked at concepiual
analysis in y:2 same framework zs for any par-
ticvlar problem ‘hat needs to be solved in the
future. 1 staried with strategic analysis. Obviously,
one does nct do a strategic analysis in forty-five to
fifty minutes, but the framevork fer it is valid. It
can o¢ uscd to solve any preblem *hat lias some
elemeni of futurity in it. The cont of thing that 1
went through with you would be donz over snd
over and over again with a variety of people rarfic-
ipating in the analysis - expests on al of the
international problems. pecople who are fzmiliar
with specific paris of the woild. people who are
familiar with particular narts of the overall proo-
lem, scientists etz. | thunk that similarily in order
10 snie «kie problems that {ace librarians for 1984
that you would want to go over this particular
concep.uat analysis 5zain and again and 1 certainly
recommend that vou do. 1 think from an Air
Fuzee, an Ammy and a Navy viewpoint that you
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should look at this problem and continuvally
rassage it, as they say in the Department, untii
you come up with a series of findings that fit
within the framework. Can you do this at your
level? Yes. I think you czn, You and your siaff, be
you at headquarters, or at command, or at base
ievel, can go over and over aad over the probleins
th:at you think will face in your particalar library
i 198 until you have sclved those grobiems.

Keep this sort of 4 frame ork 1.4 snind, in front
of you as you werk, so that you are constantly
reminded that there are things that need to be
looked at. This framev.ork may no: be the tota
answer 10 vour problem. It may need to be modi-
fieu. You may find ways to modify it, add things
to it. drop things from it. Nonetheless, if you
haven’t a framework against which 10 compare
your thoughts, to see whether or not you have
theught through the entire problem, then you
r1ealiy do not “iave anything to guide you. I think
we do need a guide in goiag through our planning
process.

These are the questions that 1 posed to you
yesterday. Let me tel] you what we found as a
group in cur attack on tne problem of the library
in 1984, We fecl that the military public will be a
very durnanding public. They will expect highly
trained personnel in the library rendering services
with an almost instantaneous respanse to the
demands. They will expect sophisticated iaulti-
media services to be available to them, and, of
course, they want rapid accessibility o infor-
mation not only in your library but in other ii-
brarics. The military technical spccialist zs an
individuzal customer will expect a ,ull and
up-to-date libiary service within his technical
specialty. He will perceive no difference between
your particular library and all others. In other
words. he will expect you as a librarian to be able
to gain access to civilian scurces and other military
or Department of Defense sources. The demand
here means you face him as a source of infor-
mation, not just the information that you have but
all infurmation in which he is interested from a
technical viewpoint. 1 think that’s « highly
interesting finding.

The librarian "3 going to be expected to par-
ticipate more fully not only i the kinds cf tasks
that you have aow but also in teaching and in
research. You will be expected to furnish a full
range of material for these activiti.s including the
throw-away concept that we talked about yes-
terday.
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Libraries will be an important factor in
programmed =ducation. They will rely increasingly
upon information networks to make their services
avzilabie to cach othes. The library of 1984 must
become an integral part of the military organ-
ization, more professionally involved in the
military’s missions and problems. From that ] gain
the impression that the library is not so closely
invoived today as it might be. I am not sure that
that comment would hold true for all libraries.
Consequently the library will have to be more
mission responsive and provide services that are
mission relared in the Department of Defense.
There will be less service in the library itself and
more outsid: the doors of the library. The li-
brarian will exiend the service beyond the library
facility itself. The lib arian of that day will have to
be qualified to accept and implement techno-
logical iniprovements as they come along and will
have to be flexible and adjustable 1o the changing
needs of the library itself as well as the customier.

I was unable to find a response to the question
of the allocation of resources *o competing activ-
itics and 1 am not certzin that it was an easy
question to answer. Let me provide some possible
competing activities to the library. The television
industry is coming out with multi-channel cable
TV capability. Educational relevision in the next
decade may become an important element of the
industry. Isit not conceivable that I could through
televisior gain some of the services that I currently
20 1 a library for? How about cassette TV? Tapes
w.d be available to me and I can put that tape into
my television and then sit and listen and see what-
vver it is that 1 might particularly want. Is it not
possible that some people will develop program
learning tapes for cassette TV, that some peaple
will dev~lop research tapes for television? These
cemmercial approaches may b2eome a very signif-
icant competitor to the library. Departments such
as tlealth, Education and Welfare or other agencies
of the Federal gevernment might well sponsor
such things. These sorts of activities might make
inroads on the library. Might it not be wise then
for librarians to think of what the competitor
might do and perhaps beat them to the punch.
Come up with your own solution to new ways to
get information to the customer. Here | perceive a
conyment made by am earlier group. As perhaps
most appropriate the librarian wiil be extending
service beyond the doors of the libr -ry. Let me go
on to the military library itself. Facilities will be
centralized and well planned to support the
mission. Optimum use of shared services will be




made, facsimile services, bibliographical services,
esc. Again I see the libraries tied together by
computer information system networks.

Use of the civilian library as a substitute or
sharer for the customer’s purpose is an interesting
concept. I# so, we may lessen the quantity of
geeoral reading or general knowledge materials
that we have in our militarv libraries and use
civilian libraries in those areas. The emphasis will
be more on quality and lesc on quantity in terms
f libraries and people working in libraries, spe-
cialists, more narrowly trained pecple who will
provide special support to the custemer in the
1984 time period.

In the financial area there will be fewer libraries
but they will be larger in scope. The library
mission itself will be largely academic because of
an expanding need for technical expertise. In order
to do this a higher budget allscation .han we are
currently receiving will be essential.

What will be the role of the library in 19847
The library will be first an information research
center. It will be m: sion oriented and specialized
by subject. The specialized libraries will be tied
together by an information network through the
use of telephone, telegraph, teletype and the
computer. Specialized librari¢es will be
inter-dependent as weil as dependent upon public
facilities for peripheral services, educational, recre-
ational, etc.

Networks, i.c., computer networks, will enahle
cach librarian to make better use of smailer stocks.
In other words, there will be less emphasis on each
library having its own and instead each will stock
specialized materials and make them available
world wide.

There is a need for a computer 1..uguage unique
to libraries and I think that in icseif 3:ill be a signif-
icant development. Finally, thcie is a need for
computer services direct from the library to the
user. Can a customer coine in and operate a
console within the library in order to gain access
to the data bank? We have emphasized through all
of these responses the telecommunication require-
ment, the informaton netwozk between libraries.
There will be less use of books and more use of
cassettes, prints, tapes, etc. The library will be a
part of an information dispensing network. We
mught even begin to think of tne libraries in the
information dispensing network zs individual units
or specialized nodes. Auto-indexing, auto-
abstraciing, and automatic search in a free text
format will be available.
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We were talking at ore time in our school,
AFIT, about the possibilitics of using computer
consoles 1o gain access to the Air University Li-
brary and the Air Force Academy Library. I would
simply punch what I wanted in the way of some
reference guide given to me and select a book,
let’s say at the Air Force Academy. Review the
table of contents, review the index, if 1 wished.
Turn to Chapter 3 and read it by computer. That
my be unreality and far too time consuming by
computer but there may be ways to facilitate this.
Why should I have to travel to Colorado, much as
I’d love to travel to Colorade, in order to read a
book. These concepis that you people are bringing
up are very forward looking.

How will knowledge be communicated? Your
answers to these will have some direct computer
interfaces with the customer. He will be able to
gain direct access to your data banks through
remote console control. There will still be a large
leisure and recreational reading requirement and 1
would consider that as educational as well. How it
will be satisfied apparently will be through access
to civilian sources. Microminiaturization will be
the emphasis in data storage. We are now using
microfilm and microfiche. I believe with these new
developments that we will be able to store a great
deal of information and make it instantly avail-
able.

There will be few autonomous lipraries. There
will, however. be large information centers that
can be querizd by users through electronic and
rermove access means. There will be regional
networks of special collections. A telephone dial
system will be available to the customers for access
to this information. There will be a greater use oF
films, video and audio tapes.

Now this is an interesting development. We will
begin 10 make usz of extrasensory perception, the
sixth sense. I saw a movie, it was Saturday night |
think, on extrasensory perception and there have
been some current developments that provoke
thought. 1 do not believe it is as far nut as that,
seriously. There was an experiment in ESP on the
last trip to the moon ESP like many other things
has apparently more to say for itself than is simply
to be digmissed by an off-hand gesture. What is
available todav shows a more than candom or
£uesswWOTK >ort o1 correlation. fhere 1s something
there and who knows but whai science may
develop the extrasensory perception or sixth sense
by 1984. You kind oi anticipated me because
when you were talking about instant response or a
twenty-four hour or a week response around the




world, I thought the ESP types have that now, or
thise people forgot the medium who will now give
us directly all the people, all of the great experts
that have died and will now communicate with
themn. I am not sure our minds will be able to
absorb all of this. Women have been commu-
nicating that way for years but they call i
intvition. Of course, there still will be in the li-
brary of 1984 the neced for person to person
contact, some books and other printed media we
are using today.

The library as we know it today may fade but it
cannot die. I gt this as a thread of thought from
all of you who participated that libraries are going
to become moire and more specialized. Libraries
will r:0 longer be generalized storchouses of knowl-
edpe. Instead they will become specialized. Yours
me:y become a node in an information network
anil have specialized knowledge stored in it. Other
members of the natwork, will have access to your
coliection and, correspondingly, you will have
access to the kncwledge stored at other nodes in
the network. These small, highly specialized li-
braries of 198¢ will be tied together by a
computer information network. There will be
world wide instantaneous service to the customer.
Now these are the concepts whizh came out of one
forty-five to fifty minute discussion period. I think
if we went through it again and again and again
that more would be revealed. This is the sort of
thing that I have said you would need to do in
order to satisfactorily inake a conceptual analysis.
It is a first stab. I think you have come up witha
very interesting concept of the DOD libraries no
longer as a series of libraries at different instal-
lations but as a DOD library system in which each
member plays a special role. Services of the whole
system will be available to any member. any
customer world wide. 1 separate planning from
forecasting as most people do. I think we have
gone through the ferecasting stage. We have iden-
tified what the environment will be in which the
library will operate izs 1984. We have talked a little
bit about how that enviconment will affect the
library ard we have come up with a concept of the
library for 1984, Conceptuai analysis is the first
step. There are other things that we would need to
do in order to properly complete the conceptual
analysis, but it is the .3rst step,

We dde Aow wnat the future is going to be
like. We cannot always predict the future with
accuracy and I do not think we ccald predict the
future with one-hundred pei cent accuracy.
Manning gocs all the way from guessing to .ome
fairly knowledgeable approaches to the planning
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problem, but you are never ever going t be
one-hundred per cent correct. Nonetheless, when
you do go to work oa this kind of a problem, you
begin to affect the future. There are people who
say that you cannot do that. I hold that that is not
so. When President Kennedy said in 1969 we will
place a man on the moon by 1970, he was making
the first step toward controlling the future. He
controlled that future ten years later quite well as
it turned out. We did in fact do what he had set
out for us as a goal. We do in fact control the
future the moment we begin to think about it. The
problem 1 think in planning is who is doing the
controlling. 1 notice in big organizations, and
certainly the Department of Defense is the biggest
of large organizations, someone is Giing some
planning. Unfcrtunately it is not always the person
who is supposed to be doing vie planning.

There are two kinds of planning in the Depart-
ment of Defense. Neither of them particularly
appeal to me but both are effective. One of them I
call top-down planning. This is planning that
begins at the top of the organization and is forced
down to lower elements of the organization which
are supposed 10 be operating independently. For
example, the Department of Defense makes plans
for the three military departments. The three
military departments should be doing their
planning. Instead they are being forced to conform
to the plan being made by the next higher echelon
in the organization. They have no opportunity to
make their input. They are instead told what to
do.

These departments are told what to do in a
different way, bottom-up planning. Quite often
the services will allow elements at a lower level,
sometimes the lowest level in the organization, to
develop plans independently. Then the people at
the headquarters level correlate, bring together, all
the plaus of these lower level organizatioas and
create a final plan. Neither of these procedures
works very well. I think that if you are going to
achieve the DOD information system: that you are
talking about in the library of 1984, that you are
going to have to have some planning done at the
proper level, and this, of course, would be for the
Air Force, the Headquarters Air Force level. ]
think that within the three services there will be a
peed to tailor the :vstem to tha specific .equire-
ments and finally join them together into this
DOD system. There is a proper level in other
words at wkich the system can be planned. You as
individual library managers, however, can do your
own planning with reference to the concept you
have developed. Ask vourself, how will my library
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fit? What is my specialty? What can I do to
contribute? Whai will I need from o.. s? If 1
drop some of the things I am doing today, how am
1 going to get those services rendered for my cus-
tomers? Where will i need to gain access? What
particular specialties will § 1:eed to have available
to me? These are que:tions that you are going to
ask yourself as you develop your own conceptual
analysis at your level.

Planning consists, 1 believe, of three very simple
questions once you have gone through the
conceptual analysis. The first one is, where do we
want to be? We hav. described the concept. We
have come up with the description of the envi-
ronment in the 1984 time pcriod. The question s
not specificzlly what do we want our library 1
ook like but what do we want the system to look
like. The first question one must answer is where
do we want to be? Wha! are our goals? Having
done the conceptual analysis, you arc quiie ciose
to having completed the answer to thic one. It is
now merely a problem of boiling ¢own the general
description of 1684 and distilling from it some
very specific statements which we usually call
goals or objectives, planning objectives. In orde- tc
do that we go through this sort of an efiori.

We have through yesterday’s activities taken a
leok at a conceptual framework and a conceptual
stu ly. Now as 1 said earlier the one hovr approach
waz; hardly what one wonld call a thorough study
of concepis but noneiheless once you have done
this repeated study, called in the experts, gotien
other people to give you thei; opinions of ihe
future, etc., you wiil then have defined the
concept. The result of that is a seriss of objectives,
as [ just said. You have the framework, tne four
questions that I gave you to answer, i.e., the four
rmajor areas in which we ask questions. Fron that
the studies result ard from the studies we distill
the objectives piannad, a series of objectives that
riust be accomplished. A fiamewcrk is developed
tor that plan. This can be don¢ in terms of re-
sources, of men, :noney, material and facilities. It
cun be done in 3ny aimber of ways.

Finally then you determine how ‘o accomplish
the objective. 1 need a new Kinc of libratian in
1984, How am [ going to get that kind of }i-
brarian? Perhaps schocls are going to have to
change their cumicnla. I nzed a different kind of
building in 1984. How can | get that budgeted?
Where will the money come from, the land, 2
this sort of thing? Is there a building available
today that might be used?

There was the statement about 2 new language
being required, a new computer language for
libraries. Who is going to develop it? Who is going
to state the requirement for it? That should come
in the objectives plan. How will it be accom-
plished? In what time period will it be needed?
These studies are neceded in order o get you to
hat point.

‘the next step a planaer has to make is to
answer the seccnd questivon in planning. Where are
we now? If you de not krow where ycu are now,
you will not be able to properly plan for the
future. It is as simple as that. Gatherirg data about
your present operation is the key to planning. If
you do not have it propesrly cataloged and avail-
able to you, then your plan wili never succeed. If
you do not know where you zre now, you will
never as a mznager be able to properly guide the
future of the enterprise that you are managing
regardless of what it is. Yet, most managers today
have difficulty answering this question. Why?
Because we find that most plans today never seem
to work. Why don’t they work? Because they have
not answered the question. They do not know
where they are. Consequently when something
changes in the future that you planned for, you do
not have enough data available to you to com-
pensate for the change. Contingency rans and
o.her types of plans that we find in the Depart-
ment of Defense all seem to be thrown in the
wastebasket as soon as they are implemented
because they are no good. The reason they are no
good is because this question was not answered. It
is as simple as that. Where are we now? Do a
posture framework. The simplest way is the old
management resource framework, men, money,
material and faciliies. What do you have in the
way of resources? Can changes be made?

Finally. there is the third question, how do we
get there from here? This is what most people call
a pian. It is difficuit in talking about planning and
1 plan to separate the 'vo. I do feel that the plan
is the simplest part of the whole exercise. You
have gone through a tremendous mental gyration
for some prriod of time in the conaeptual analysis.
You have gone through a lot of hard detailed
digging ir: answering the question, where are we
now? What ao I look like today? Exactly what is
the description of the library of 19717 Having
done those two things, 1 think the next step is
relatively simple. How do we get there from here?
We devclop a plan to mowe from where we are
1xday to where we want to be in 1984. 1 am today
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a generalized, leisure, educational, racreational
librarian. In 1984 ! intend fo be a t- -hnical spe-
cialist librarian in procurement. What is the
difference? What do 1 have to do in fifteen, or
fourieen, or thirteen years it ozder to reach that
point? What is the first step? What do I need 1o do
next year? Yhat do 1 need to ask for in the way of
budget changes? What do 1 need to ask for in the
way of training programs for people? What do !
need to ask for in the way of new facilities, etc., in
order to make the first step in this fifteen year
plan? That becomes ycur plan.

In the Department of Defense we make a
distinction between planning and programming. It
is highly artificial and recognized only within the
Department. We cali a plan a plan. And it doesn’t
become a program until it gets money. A program
is a fundcd plan. There is a very distinct difference
within the Department. Once you get money then
you have a program and yor can siart imple-
menting some of the things that you have decided
in your plan to do. You can do this on z year 10
year basis. You do not necessarily need to have a
fifteen vear pian sold to the highest levels of
management within the Department of Defense.
You can sell the pian to yourself and then each
year request in your one year budget authorization
for those things that you know vou will need in
order to change your library in terms of the
concept that you define for 1984. 1 think that
given no ouiside cecurrences that would defeat
entirely your plan, such as a ¢losing of your instal-
lation, that you would probably get there.

In other words, I again am encouraging you as
an individual fibrary matager to do this. Just as
much as the three service librarians can do it, jus,
as much the most senior people in DOD in library
management can do it for the entire system. It can
be done at any level. Obviously you neced a per-
formance framework. The perfurmance frame-
work, the conceptuz] framework and the posture
framework should be similar. You are saying thisis
what 1 want to be like, this is what | am teday. and
this is how 1 am going ic get there, This is your
report card. This is how you tell yourselt as =
manager how well you are doing. The posture
framework, the postere study, znd the perform.

ance framework when compared tell you what
measure of chapge or improvement veu have
made.

The development then in terms of planning is
relatively simple. Ask vousell' three questions:
Where will I want to be? Where am I now? How do
I get there from here? It takes an awful lot of
work but 1 think that it is a relatively simple
agpioach to what some people tend te make too
much of a problem. Planning is not all that dif-
ficult. Planning is doing the same thing you are
doing everyday with onc difference. You are a
library manager. You are paid 1¢ make decisions.
If you du not make decisions, you are not a
manager. Since you all are managers, you are
making decisions; you are useé to it. That is your
job. The only difference between that job that you
are doing day to dav 2nd what I have been talking
about is that the decision you make in planning is
a decision abent the future. It might be one year
away, it might be [ive, it might be ten, or as we
went through in this excrcise, it might be fifteen
years awav. The only difference is that you are in
planning making decisions concerning the future. 1
1hink that is your responsibility as a manager.

We have studies available (o us that confirm the
theory that the higher the level the manager. the
more meney he gets because he makes decisions
that affect the future operativn of the organiza-
tion. When you become that important, when vou
are deciding the fate of the orzanization, then
perhaps you will be worth ail the money that you
wili be paid. If you are ondy wmaking decisions
about what we are doing today, then vou art going
to be in a lower level in the organization. The
higher your position the more you are responsible
for that orgmnization's future.

You peopie as @ group, some 200 of you, have
looked at the liorarv for 1984, You say the
Department of Defense library wili be an infor-
mation network, cach fibrasy v it will be a
highly specialized organization with instant access-
ability to sil of the other {echnical. highly
specialized information parts of the network. |
think that’s 4 fascinating concept. | wondes if we

All have it Thank vob very much.
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IMPROVING LIBRARY JOBS THROUGH JOB ENRICHMENT

James L. Sheard
Air Force institure of Technology

No worksho on managenent woiild he
complete without focuding attention cn the people
peing managed. Ceriainly 1here i5 a need to »under-
stand and tmprove the creativity ¢f menagen and

employers, there is u need {o improve the decision

making and prodiem ssiving capabilities of

employees, and there is 3 need {6 pian =ad dro-
gram for future operations of the Grganization.
ach of these arcas is the concern of other
portions of this workshop on management of
Depariment of Defenst Libraries.

For this portion of the workshop, houever, the
focus wili b entirely on the peeple of the organ-
ization Specifically, we wil! focus on ihe people
who wotk in DoD iibraries. Our voncern wil! be
with yourstives, ti:e people below rou in (lhe
organizaiion, and those highrr thar you in the
organization, We wani o0 begin to understand hew
you and these c¢ther peopic fes! about your jobs
and what can bc done (o improve those feelings.
The soncern with how employees of DoD fivraries
feel abour their jobs does -ai r2suit fromn any
knowledge of negative attitudez on ihe part of
librarv employees. Rather, owr interest comes
from tue conviction that in every organization
there are ;obs which are not providing the max-
imam level of satisfostion to the employees in
those jobs. Ia 1aci. e believe all jobs can he
.mproved 50 that they provide people with: greater
levels of satisfaction and motivation.

Given this conviction that your job and other
130D library jobs can be changed so as to be more
rewarding, we need to understand our cbjectives in
this change process. What do we expect to accom-
plish in changing iobs? What do we mean by
“improving library jobs?” Our involvement in the
desire to change jobs comes from two sources.
First, we are concerned about the people in the
organization as individuals. Since we spend one-
fourth of our week at the job and apother
one-fourth of the week thinking about the job, we
would like that time to be a rewarding and satis-
fying experience. I'm afraid that for many people
in our society, 2id perhaps many peopi: working
in Iibrary jobs, that time is not always that re-
warding. Thus, our first concern is with helping to
make those people happicr about their jebs.

QOur second concern, and one which is no less
important than the first, is with regard to the
requirements of the organization ir which those
pecple work. Each organization, in your case a
library, has a mission to accomplish. It has an

obizctive which involves providing a service io its
users. How well that service is provided deperds
upen the performance of the library staff. if the
libiary staff is disgruntled and unhappy, the
service will not be providad as ad2quately as when
the same stefT is mosivated and energatic. Thus, we
would like 15 improve Hibrary jobs so the people
working in those iobs z2re excited and motivated
about their work. When they feei in that way, the
organizotion is going to benefit through the
improved accomplisiment of its missien.

Thus, we are concerned about people as indi-
viduals. We fee] their life should be rewarding and
we feel thrir jobs can and shouid enatribuie to
ihat sense of fuifillnent. Bug, we are also
con:cerned zbout ihe accomplishinent of the organ-
ization's mission. We do cvot fing making people
nappy with their jobs t0 be centiadictory o
accemplishizent of tne organization’s ohjectives.
Rather, we s¢e the two as going hand-inband.
When people enjoy thewr work and are motivated
by what they de, they wili #otk harder to help the
tibrary accomplish its goals of providing a service
to the nsers of the library and the Department of
Defense asz whole.

This is a lofty goal, in the next few minutes we
want to discuss how you can improve Library jobs
so that peopie find them more ewarding and alto
work harder in order to perform their duties. Not
only do we want 1o discuss those procedures, but
we also want 1o determine some specific guidelines
for improving various Xinds of library jobs. In
order to accompiish this goal. I will present some
concepts zhbout empioyce motivation and job
earichkment which have been successfully applied
in a nv.eber of organizations in order to improve
jobe. You will then have an oppertusity in your
small groups to appiy these concepts to the im-
provement of a specific type of library job.

We first need to understand the terms jol satis-
faction and motivation. Job satisfaction isised to
refer to an individual’s attitude azbcut his :0b or
some part of his job. It involves answering the
question, “kow happy are you with your icd?"" or
how happy zre you with a specific dimension of
your job. In the latter case, we might ask such
questions as “How happy are you with your
salary?”, “How happy are you with ycur 2oss?”,
or “How happy arc you with your Sringe ben-
efits?” Thus. job satisfaction is 2 status guo kind
of concept in that it asks what is {iie present state
of feeling about the job.
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Employee motivation, on the other hand s a
more regve kind of concept. Mciiva¥on invelves
behavior and action on the part uf the employce.
That zctivity iz the behavier required fcr an
individuai to satisly seme nsed oy obtainitig some
goal availabl2 o him in his environment. Needs are
internal tc ike individusi and involve such things
as hunger, thitst, or recogmuon. Thiese internad
needs can only be saztisfied by some aclivity to
obtain 2 gogl which will suuisfy ihe neec. That goal
mzy be food, drink, prawse, or any one of thou-
sands of ways of salisfy.ag the particular need for
she individual,

This vrocess of hahaving iy a certain way in
crder 1o Oblain 2 goal which will satisfy 5 need of
the individual is the process of motivaiion. One
can readily rcvogpize the complexity of the
process of ewmpicyse motivaticn when you
censider the many needs of individuals, the many
goals which may satisfy any given meed, ard lic
many aHernative behavior patterns which might b2
used to obtaln, a singls goal. In order (o undcisiand
this comiplex process, w2 have ic begin crganizing
what has Seen ieamed about the motivaficn of
employess.

Gie svay of orgzaizing sur information i5 to
stesty what kinds of {acicrs hvag io high fovels of
satisfection and jnb metivation as gppomd ic
those faciors which Jead {0 job 3ism‘sfa‘.ﬁ:7-x. As
i turpg out. these twao sets of {igtoss are verv
different. To illustraie this soint, we haye ssked
the workshop pacticissnis to desciibe eveus ¢r
situations thet have 18 16 ssp2cizliv zood feelings
aboui Wizr jobs and io also Zescribe evenis of
situationg that have Yed 1o espocislly bad fesling.

'!;ygiu.i of the events leading to exoecizily good

Sreiings ave ke fcl_w-zr_g ef-:xn' las:

i. ?_t)p'!: ate so appreciative of e help vou giss
them,

2 Working Gui ar jmprovement plan iz impie-

muntsion of g study dore on the library.

L T: mg an PO ILRILes SFOR-

5’3’“55{{073.5 %

4. B,m.., magys 2l me thal sines Pve b
there she jibsowy Bac changed st sauch iHa
u?-i-ﬁmers san hardly mesenine s nivse.

s 0

3. Seeuting 2 spesiat mzat of monkes to
needed materialy,

pumiase

§. A leiter thanking the lbrary staff for zervice
given 101 & special project.

7. Bzeing able 1o reompanize the jfrssy 25 1
thought was necessary.

& Commarndation about excefent service by user
who was nleased and stated amount of time
saved by his calling our iibrary.

9. Recently ihe lbrasy compicted a3 two-year
reorganization project.

0. Findin: “hard tc find” materizls ihal were
suppesedly unsvaiiable to taveral borrowers

The conference participants provided the
following cxanpies of events involving especiafly
bad feelings absut their ibrary jobs:

1. When the administration will not recognize the
nead fcn more personnel,
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2. Space we thougii would be allocaicd to the

iibrary wae givén to shother anir.

3. Lal.k of money

ciently up to dae

0 kecp the coMextion suifi-

4, ¥y :.l'i.z} o find a satkfansy soiution
sorag long-1emm perscn,iel prohloins,

5. Laer of suppon irs

8. §acreasedin qQuestic

7. Gifies shots forsadin
Ccaig withous consd

g 'Txc*e." cu;:fz-:

10, Co-worker afused

= fuet st TOT & work simpiificatien praiect,

ofien sugeest 23 Iogdy
vation, “moivalion facier)
<iich paopié doooeibe 35 oeing very rewsniss:
saiifying, 26d ;rze:i\.?ear&g nx:zaf_v involye the
2 recogRition. FESECT-
sibbisy. or grow I 3:&‘-'3:’!“;’11.!!; ir: the work
figaif. Let’s .r;ck .:st £30h af Gz moldation
factors iv femms Runds of svenis wonld b
clasified in eac‘- revemnent we mean having
.he ongortenity  fo -1:: something which is
'z rzﬁc- i th smtions. the cipiayes has
ing worh.while, Ko gidtion
*r-‘.«e* 2r -»n.g -*x--e~ ‘avorablv by cihor pesple,
whothss it b2 the bost fmx. worken, svior-
dt;‘zses._ or Doopic -._-~.:_w:=c z;.c a:g.;q,zana... It
myolves bodng praissd oF rewarded o7 what you
have a7 r-» on g iok. Ths u—?ri: iesalf 25 &
motivatinn frowr mezis thai 4 erypioyes Enjcys
whzn isd
duties are reaardieg 10 aad of thomsiws.
Rezpoisibility invalves bring nwi a':,coantdb for

CJ

eing o the joo That 15 to say hat the
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th» compietion &f come gsprct of the job. In these
cazes, the smpiovee knows that get'ng the job
done is dependent upon himsell or hiersclf. And
finally, growsh or advancement means that the
employze changes 2nd develoges ks skill or ability
throcgh the completion of the Juties of the job.
This does not aucessarily mean that ihe individual
is formdiy promoted in the organization. He or
she may grow as a person without being formally

£
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promoted i the orgarization.

Wz must Segin to understand why these factors
tend to be involved in posiiive, satisfying work
expernces. If we study these motivation factors,
we find that they have one common characteristic.
They ae oll involved in the actual performance of
ifiz duties of the job, That is to say that the things
that make people happy zbout their job tend toin
sane way involve the aetivities of “doing the job.”

saple nake achievements, receive recognition,
have responsibility, and attain growth through the
doing of the jeb itself. These activities are the
typical wzys people can attain job satistaction and
motivatien if the job is properly designed and the
employee properly managed. We will discuss the
proper design and management of jobs in order to
maximize these motivation factors laier in our
aiscuss:on.

Let’s now look at the other side of the picture
of employee motivation. What are the factors that
tend to lead to dissatisfaction with a job? The
research in this area suggests that the factors which
lead to dissatisfaction are quite different from
those lecding to satisfaction and motivation. We
will call the factors which lead to dissatisfaction,
maintenance or hygiene factors. The factors
people offer when asked to describe situations in
which they felt unhappy about their jobs tend to
involve Working Conditions, Company Policy and
Administration. Supervision, Salary, and Social
Relationships.

With regard to Working Conditions, people may
express negative feelings about the physical envi-
ronment in which they work. That is, the lighting,
office facility, or equipment may not be adequate
and thus lead to negative feelings. Company Policy
and Administration refers to the rules and regula-
tions all organizations have in order to conduct
operations and handle personnel. Supervision
involves the way a boss provides technical infor-
mation to his subordinates and the way he handles
social relationsh.ps with them. Salary is frequently
mentioned as a source of dissatisfaction. People
may be concerned with the amount of pay or the
way in which pay increases are handled. And
finally, Social Rclationships involves the inter-

persona} situaiions which arise in all organizations.
It is not uncommon for these interpersonal sit-
uations to lead to negzative attitudes toward the
iob.

We must also uaderstand why these types of
factors lead to negative feelings on the job. P
do they differ from the positive factors discussed
earlier? The maintenance factors have a common
chracteristic which seems to classify them to-
gether. The maintenance factors do not involve the
deing of the job. Rather, they are involved in the
job environment or context of the juo. They
rarely, if ever, are involved in the performance of
the duties of the job by the employee. For
example, the job can usually be performed despite
the working conditivns or company policy. Inter-
personal relationships with the boss or co-workers
may involve non-work matters. They are social
discussions and activities. Salary is usually paid
despite how hard we work. It is paid periodically
for satisfactory performance rather than having
any relationship to minute by minute involvement
in the doing of the job. Thus, while these main-
tenance factors are a part of every job, they
cannot be said to be an actual part of the real
duties of the job. They are peripheral to the actual
doing of the job.

The research into sitnations people have
described as dissatisfying have led to some
interesting findirgs regarding these maintenance
factors. While they are often mentioned as leading
to dissatisfaction, they are rarcly mentioned as
leading to job satisfaction and motivation. Thus,
the factors must be adequately provided in order
to preven. dissatisfaction. but large amounts of
these facto:, will not lead to high levels of moti-
vation. For example. working conditions must be
adequate to allow for performance of the job,
salary must be high enough to keep people on the
job, and the boss must be pleasant enough that his
subordinates do 10t quit. However, these factors
can only maintiin a neutral level of attitude.
People are not geing to work extremely hard just
because they have a nice building, or a good salary.
or a nice boss. These factors can only “maintain™ a
neutral level or in the medical sense of “hygiene”
they can prevent dissatisfaction. To do mcre than
maintain this neutral level requires the proper
application of the motivation factors.

The motivation wheel shown in Figure 1
summarizes and depicts this relawmship between
the job, motivation factors. and maintenance
factors. The core of the motivation process is the
job. The duties and the activities of the joo lead to
motivation through achievement, recognition,




FIGURE 1.
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est potential depend on the fulfillment of

ibility, achievement, recognition, and growth.
They are achieved through the “actual doing of the job” and the rewards shown in the circie surrounding
i » €an only prevent job dissatisfaction and does

¢ j i icn, maintenance necds are fulfilled through the
dimensions shown in the outer circle. i insi
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responsibility, and growth. Peripheral to the job
are the factors which involved ... context in
which the job is done. These factors, including
working conditions, company policy, super* ssion,
salary, and social relationships must be adcquatery
met in oider to prevent dissatisfaction, However,
they rarely lead to positive mativation to perform
on the job.

This kind of an organization of the factors
involved in job satisfaction and dissatisfaction
provides us with an indication of where we should
begin to improve library jobs. It suggests that we
should first make sure the maintenance factors are
adequately met. This should be a concern of every
manager and of the personnel function of the
Department of Defense. But we should not over-
emphasire these factors. We should move on to the
area that will lead to real motivation and improved
performance by employces, the area of the work
itself.

‘fhe concentration of cfforts 10 change the
motivation factors in order to make jobs more
rewarding to people is called job enrichment.
Thus, we get back to the original title of this
section of the workshop, “Improving Library Jobs
Through Job Enrichment.” What we will be
concerned with fer the remainder of this porticn
of the workshop will be the improvement of li-
brary jobs through an increase in the motivation
factors which those jobs offer to the employee.
Increasing the opportunity for achievement. recog-
nition, responsibility, and growth which pcople
experience from their jobs involves changing (1)
the structure of jobs, and (2) the ways of super-
vising the people in those jobs. If this sounds hike
an impossibility, let me assure you that improve-
ments can be made casily and without cost to the
boss or the organization. All it takes is an
understanding of what people want from their jobs
and a commitment on the part of the boss and the
subordinate.

You can see that job enrichment is motivation
through the work itself. What we are attempting to
accomplish is to make jobs more rewarding to
people by making the work itself more motivating.
We have described the process by which jobs are
motivating through opportunities for achievement,
recognition, responsibility . and growth. We could
say to vou that as managers of people you should
provide them with the opportunity to obtain each
of these factors on their jobs and in that way,
those jobs will be more motivating. That is good
advice, but | do not think it gets at the real hard
core issue of what you can actually do to enrich
jobs. As a manager, one could still ask, “What
changes can 1 make in the structure of jobs or my
way of supervising jobs under my supervision?”

I believe we can come closer to that hard core
issue of how to improve library jobs through job
enrichment by applying the set of principles for
enriching jobs listed in Table 1. It is this set of
principles that 1 woula like you to use in your
workshop groups in order to develop statements of
how to enrich the particuiar library job assigned to
your group. Let’s take a closer look at each of
these seven principles and how they involve
changing the work itself in order to make it moic
rewarding,

The first principle is to“Remove some controls
while retaining accountability.” By this we mean,
how can the boss remove some of his controi over
the ubordinz. while still keeping the sutordinate
accountable for proper performance of the dutics.
As an example of the application of this principle,
let’s look at a typical process in most organizations
including libraries. Some librarian completes the
budget for purchases of some category of objects,
like new books in the area of business and nmanage-
ment. What happens to that budget? it is probably
carefully reviewed by the librarian’s supervisor and
cach portion of the budget has to be justified. This
review and justification is a fonm of control. In
order to enrich the job, you can remove some of
that control and allow the subordinate the oppor-
tunity to complete and submit the budget without
extensive review by the supervisor. But the
subordinate 1s still held accountable for the
budget. That is to say that he or she is responsible
for the proper distribution of expenditures ac-
cording to the needs of the library users. What is
the impact of this removal of control while
retaining  accountability? The subordinate will
probably do a better job of preparing the budget
in the first place because they know they will have
to “live with™ the budget for an entire year. The
boss will not have the “headache™ of carefuily
checking out each detail of the budget. His time
can probably be spent on other important activ-
ities. Through this example we have enriched both
jobs, that of the boss and that of the subordinate.

Let’s look at another principle, “/ncrease the
acroumtabiliry of individuals for own work.” Our
example of the budget will also serve to illustrate
this point. In fact. as we proceed through these
principles, we will find several principles may be
involved in any one improvement in the work
itself. In the budget exzmple, the subordinate will
have increased accountadility in preparing the
budget by himscIf or herself in that they will now
be accountable for meeting the needs of the users
throughout ine year. When the boss used to review
the budget in detail, the final accountability or
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PRINCIPLES FOR ENRICHING JOBS

Table 1

Principle

Motivators Involved

Rcmove some controls while
retaining accountability.

Increase the accountability
of individuals for own work,

Give a person a complete
natural unit of work (module,
division, area, and so on).

Grant additional authority
to an employee in his activity .
job freedom.

Make periodic reports directly
available 1o the worker himself
rather than to the supervisor.

Introduce new and more difficult
tasks not previously handled.

Assign individuals specific
or specialized tasks, enabling
them to become experts.

Responsibility and
Personal Achievement

Responsibility and:
Kecognition

Responsibility,
Achievement, and
Recognition

Responsibility,
Achicvement. and
Recognition

Inter I Recognition

Growth and Learning

Responsibility.
Growth, and
Advancement
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responsibility fell on the boss New the subor-
dinate is fully accountable f~: that budget and its
impact on the o.vic e Jibrary provides to its
users. Put yourself in rthe posiion of this
subordinate. an't you envision yourself working
harder to <omplet2 a budget you can call your
own than you would if vou knew the boss would
make the budget Lir responsibility by making
detailed changes?

Another pris :.ple for €.riching jobs is to “Give
a persun a conlete naiusd it of work (module,
division, a&2¢ and so on)” The problem here i
that we quite often Sivile work into units which
dn nr make sense in tern. of natural work uniis.
When we provide peopie with & natural i of
work, they arc better abl. 1o obtain responsibil:ly,
achievement, and recogiition through the com-
pletion of the task. Take e very simple example
of assigning people to szirn materials to the
snelves. In that situation, you want the employees
io reshelve the materials neatly, rapidly, and
accurately {in the -ight locatics). 1 believe those
objectives would best be met, and the employee
would be happier, if each emplov>z had a natural
un‘t of work for which he was respensible. Perhaps
tha* would be a flcor of the librar , an area, or
some other logical subdiviston. in this way, he
cuuld take some degree of pride in doing 2 good
joo on “his scction’ rathes than + saphazard
assignmient to various parts of tha librury Perhaps
this exaniple is relevant o your library siluation
The key point is, “What are the natural uniis of
work for various jobs in librzries?”” In your « ork-
shop gioup, you will wart to search for ways to
enrich the ichb through natvrat units of work.

The fourth principle is to “Grant additiona!
authority tc an employec ‘o his activity: job
freedom.” Too often we bind people’s hands ou
their jobs by not giving them the authority to taxe
action on their own. Our first example of tiv:
preparation of the budget also fits this category of
granting authority. In that case, the subordinate
was given additional authority with regard to the
preparation of the budget. Many other examples
are cerainly relevant to library jobs. Authority
may be needed to check cut books to patrons for
more than the nermal period, to purchase new
materials for the library, to buy a piece of repro-
duction equipment, or to hire a GS-5 iastead ofa
GS-4. When we grant this authority to subor-
dinates, we are all.wing them additional
opportuaities for respousibility, achieve.neni, and
recogni:ion.

Still another er. .chmen. principls is to “Make
periodic reports directly available tc. the worker
Limself rather than to the suparvisor.” There are
unique kinds of periodic resourts that are used in
almost every type of job and organization. A
simple example of how this principle might be
applind could occur in an academic library setting.
In some schcols, the number of students enrolied
in a course, and perkaps the names of the students,
are reported to the library so that materials may
¢ nrepared for distribution to those students.
Typically that list is provided to a supervisor who
would pass it on to the librarian or aid responsible
for preparing those materials. This principle would
be anplied if that report Wort miadc dvailabic
ciiectly to the individual who was o prepare the
fibary matericls. In this way, he or she would
chtain the recognition of being responsible for
that aspact of the library function.

As people gow with their jobs, the sapervisor
should “Intruduce new and more difficuit :asks
not previousty l.andled,” In :hic way, each
employee is able to continue to expund his own
skills and awazeness of the many dimensions of *he
library’s function. Here again the examples would
be specific to each type of library job and each
individu+’s stage of development. Individuals may
be given supervisory responsibilities. ever at the
1owest levels of the organization. Library ¢ids may
supesvise newer library aids or part-time em-
ployees, for example. Or an individual who has not
previously had this responsibility may be assigned
to help studenis comrleta the Defens» Docu-
mentation Center forms requred to obtain a
bibliography 6n a given subject. And as a final
example, a librarian who lias not previously done
so may be given the opportunity to prepare a new
briefing or demonstration of ervices available to
library patrons.

Our final principle for enriching jobs is to
“Assiga individuals specific or specialized tasks,
sanbling them to become experts.” People like the
opportunity to become proficient in some area
and to have others recognize their expertise. If
properly structured, library jobs can afford these
opportunities. As a library patron, I Lave observed
reference librarians who have become extremely
krovledgeable about the information available for
studenis in certain academic arcas. At the School
of Systems and Logistics, some of our reference
libramews bave become knowledgesble about every
aspect i thz Hiera.urs on logisics management.
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Students and faculty have come 10 recognize aind
appreciate their ability to find materials withmn
this arca. That specialized skill should carry v.itn it
the opportunity to achizve responsibility, growth.
and advancement. ! have obscived this same Kind
of specialization and expertis2 at the Air Uni-
versity Library at Maxwell A" B. There. reference
librarians have become expcrts in helping students
find and use materials which are specific to such
courses as Squadron Officers School, Academic
Insiructors Cowse, or Air War College. 1 would
think that these librarians find this experience
rewarding in that they are recognized by students,
and hopefully by their superviors. as being
experts whose advice and belp is very valuable,

These seven principles suggest ways i which
johs can be restructured or people can be betier
managed in order to make their jobs more
rewarding. Jn each case, the emphasis is on the
work itself, what the individual does in the
performance of the duties of the job. Thus. these
principles deal with the motivation facters as
described by Herzberg. Their careful application.
with an understanding of Herzberg’s concepts, can
leze to the objectives with which we began this
presentation. That is. they can lead to (1)
improvement of the satisfaction and motivation of
empioyees, and (2) better accomplishment of the
organizational objectives through its human
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DECISION MAKING IN DOD LIBRARIES

John W. Demidovich
Air Force Institute of Technology

Ladies and-Gentlemen, at this time we will take
a look at the area of decision making. Rip Rider,
Jim Sheard‘and I have been alluding to decision
making for that is what you are paid to do.
Whether you are s librariar:, an information spe-
cialist, or whatever your title may be, when you
get down to basics, you are paid to make
decisions. So, we are going to spend this next
session taking a look at one methodology. Keeping
in mind that on the market today there are some
tirty to Yorty diffezent problem solving, decision
making packages, some of you are probably
thinking, “well, how do you think I got to where 1
am today if 1 were not a successful decision
maker?” I think it is a healthy exercise from time
to time to take a look at our decision making per-
sonalities. Is it current? Is it up to date? Are we
using the best methodologies? We chose one that is
catching fire in industry which is referred to as the
KT method. It is named after Charles Kepner and
Benjamin Tregoe.

All of this iv in the handouts for you. I keep
promising the handouts which I am going to pro-
duce right now. When you obtain your copy, do
not open o1 turn to any of the pages. There is an
unclassified, non-graded examination 1 want to
administer this morning. You will need a pencil or
a pen to participate in the non-graded exercise. It
is about two minutes in length. I will keep track of
the tine. If you have s bleeding ulcer, a heart
conditior, or are on the verge of a mental break-
down, please do not take it. It is not that
important. Let us take a Jook at the first page. On
this first handout there are eleven creative thinking
techniques. Yesterday we talked about one, the
principle of deferred judgement. There are others.
Pick one that you feel comfortable with. Pick one
where you can talk the same language. I think it is
a good idea in your library operations to have all
the people who work in your library come 1nto
your conference rcom and take time out to do
some creative thinking. Take some problems that
have been perpetual problems. that have seen
bugging you, that you have been running away
from, and auack them. Get a hand on the problem
definition and then go into an ides generation
session. If you can employ one of these tech-
niques, you can give birth to an idea bank. There is
no reason why we should not have idea banks. We
need a bank to store money and I ook at ideas as
a form of money. So, try one of these techniques.
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The books, How to Create Some ldeas, by Jack W.
Taylor and Applied Iggination by Alex Oshorn,
are good starters if you have no experience at ail in
idea generation techniques.

Now the next page is selt-interrogation. This is
the checklist developed by the engineers at MIT
that 1 talked about yesterday. If you are looking
for ideas and you have a mental blackout, this list
canserve as an idea spurring checklist. No one knows
what this will trigger in the minds of the people
assembled to wozk on a common problem. Try it.

On the back of that second page we find
Murphy’s Laws. You know man is a wonderful
creature but he makes many errors. Now we find
ourselves in man-machine communication. I feel
that Murphy’s Laws continue to comc into the
plan. This is a list I have collecied over the years in
lecturing. For years I thought there was only one,
the first one: In any field of scientific endeavor,
anything that can go wrong will go wrong. This
was taught to me by my friends in Strategic Air
Command who handled nuclear v.eapons. Then 1
added to the Jist: No. 2, Left to themselves things
always go from bud to worse. No. 3, The one that
will go wrong is the one that will do the most
damage. No. 4, Nature always sides with the
hidden flaw.No. S. Mother Nature is a bitch. No.
6, If everything seems to be geing well, you have
obviously overlooked something. No. 7, Don’t
worry about nothing, ain’t nothing going to be all
right. No. 8, If you remain calm in the midst of all
this confusion, you obviously do not understand
the situation.

There is one that T am going to share with you
that is not on this list. It goes iike this: If you are
up to your ankles in alligators. it is hard to remem-
ber the original objective was to drain the swamp.
So ¢ aware of these laws because in any good
system, 1 do not care how well you plan it, in
the execution phase these laws come into play. Be
aware of them.

The next handout is the one which has the two
minute exercise. It is non-graded and I can only
read the instructions once. You need a pencil or a
pen. In the following simple arithmetic problems,
a plus sign means to multiply; a divide sign means
to add; a minus sign means to divide; and a times
sign means to subtract. Complete the probleins
following these directions. I cannot answer any




questions. Please commence. Swearing will not
help! Please stop. How many completed the exer-
cise? Fantastic! 1 think 1 gave you three minutes
instead of two. Maybe that is why you finished it.
The main reasen for giving this exercise is for you
to discover for yourself. That is the best way to
leam, self-discovery. When you learn this way it
stays with you. We are creatures of habit and
habits are hard to break. We have been tavght to
solve these problems in a certain sequence all our
lives. Then we have to go all the way to San
Antonio to run into a nut called Demidovich who
wants us to change. It is not easy to change life-
long habits. It takes practice, practice, practice. 1
like to play golf und I can rememnber Julius Boros
being asked in a television interview after he won
the Buick Open whether he thought winning golf
tournaments was a matter of luck or skill. Julius
Boros replied that the more he practiced *he
luckier he got. So, recognize that these new
management techniques which are being made
available to managers are going to be strange. You
ar: going to feel uncomfortable and it is going 10
take practice in using these touls so that you can
become a better manager.

Let us turn to the back of the arithmetic test
and tike a look at the scientific methou of
problem sclving. This is something that I think
you can implement rapidly. It is the worksheet
titled Selling the I1dea. Here is a worksheet that is
worth a lot of money to you if you can discipline
yourself to use it. Regardless of where they come
from, ideas do not sell themselves. 1t takes people.
An idea that is not acted upon is like an 1CBM
missile. It is a lot of missile without fuel. It has a
lot of potential but it will never get off the
ground. So, use this worksheet. Before you go run.
ning to management with an idea, fill out this
worksheet. Cemmit it to writing. Force yourself to
complete it. Share it with your pecple so that they
can fill out thece worksheets before they come
running to you with half-baked ideas. This will
prevent half-baked ideas from being presented to
management. The idea that you want to sell, or
your subordinates want to scll, or your superiors
want to sell, enter on the line marked Selected
Idea. Whom do I need to convince of its value? Put
in that person’s name. Let us deal in specifics -
General Smith, Commander Jones. Mr. Nixon,
Harry Nixon that is. On the third line put what
you want that person to do with the idea. Have
you ever bean to a boss with an idea. you enthusi-
sastically presented it, you sold it. and he
approved the idea. Then what happened? You
looked at one another. That will kill an idea. Goin
there knowing what vou want the boss to do if it
is approved. Be prepared 10 answer that question.

The center part of the form is for the advantages
of this idea to the person to whom you are pre-
senting it. Look through that person’s eyes and
think of how you are going to make every
advantage obvious to him. Do not gu in with justa
mouthful of words. Have some exaniples, have
some backup testimony, have some comparisons,
have some statistics, have some congressional
recerds, have some past budget cycles, have some
historical data to support you assertion. Just do
not go in with a mouthful of words because it is
hard for some of our superiors to visualize the
advantages that we are trying to present to them.
Then, on the bottom part of the form list the
debits. You know that he or she is going to say it
is not in the budget. What is your response to
that? Have you considered that we do not have
enough people? What are you going to say whern
he tells you thzi? If you are not prepared, I can
predict that you are going to be kicked out of the
office. You are going to be wasting his time; you
are going to be wasting your time. So, here is a
worksheet to help you avoid presenting half-baked
ideas to your superiors. And please share this with
your subordinates,

Everything we have been taiking about here is
knowledge and much of it is old stuff to you. We
were taught that Francis Bacon said that knowl-
edge is power. That is a lot of baloney. We have a
let of loose educational derelicts i our country
today. They have a lot of degrees. they have a lot
of knowledge. but in their cases, 1t is not power
because they have failed to apply it. It is applied
knowledge that is power. That is the supreme test.
What are you gring to do with this stuff when y ou
get back to the job? Are you a better manager?
Will you be a better librarian? Will you try to
cover these things that we have shared with you?
That is the supreme test. If you just put on your
personnei record that you atiended a conference
in San Antcnio. then y ou have not glown much in
the three day conference.

Now for today’s activities. We want to get into
decision making right away. Keep in mind that this
methodology is not a panacea: it is just one
method. You may like parts of it. You may not
like any of it. You may like it all. Take a look at
thiy methodology Is it better than what vou are
using now? If you in your judgment say no then
continue the way you have in the past. You should
be healthier as result of this experience.

1 want you to define four terms. These will not
be collected. This is for your own records. These
are four terms that we usc very glibly, very loosely
in problem sclving and decision making. We want
to be sure that we do not contribute 1o the man-
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agement pollution problem that we find in-many
of our organizations berzuse of the misuse of these
four terms. I want you to-define them'in your own
words. Do not worry about spelling or grammar.
The first word is objective. What do you believe
the word objective wneans fo you? What is an
objective? A goal, a target, what 1s this word objec-
tive? Write these four words rapidly and then 1 will
let you work for about five minutes. Ths second
word is fact. What is a fact? Give me the facts,
boss, give me the facts. We have a problem. The
third word is problem. What is the definitivn of a
problem? And the last word is decision. What do
you think the word decision means to you? The
four words are objective, fact, problem, decision.
Five minutes, please. We are going to use these
four terms through the next hour when we take a

look at the Kepner-Tregoe approach to problem’

solving and decision moking. Before you go to
lunch, it is hoped that you will know the different
fact processes that are involved in problem solving
and the different fact processes involved in
decision making. We are going to dramatize. We
are going to :clear the air once and for ail. I think
that for years managers like myself have used these
terms interchangeably and we want to be sure that
you recognize that there are differences.

Decision making takes up a iot of your iime.
Colleagues of mine who have been studying this
area tell me, and again this is only an estimate,
that out of every hour that you and I spend on the
Jjob, we spend 70% of each hour either preparing
for, making, or following up decisions. If this is
true, how many minutes are involved in each hour
in this activity? Forty-two. Thank you, sir. This is
ron-graded. You are authorized to give me gut
responses. We spend a lot of time in this area and
S0 we want to take 2 look st the decision making
process. We are concerned with three time ref-
erepces - the past, the present, and the fuiure.
Notice that many managers with problems are
rcacting to unplanned change. They spend a lot of
their time reacting to unplanned changed. This
suggests the past. We spend alot of time worrying
a4 -out something that happened in the past. We are
certainly concerned with the present and, there-
fore, have very little time left in anticipating,
shaping. and controlling the future. We devote
very litile time to planning. We never have enough
time for the future. Time is a constraint in
decision making. It is a fact, Ladies and
Gentlemen, that we have 86,400 seconds in a day.
Tha is a fact. You do not have any more. 1t is not
cumulative. If you do not use it today, you cannot
add it to tomorrow. Time is a very important

resource. All of us do not work twenty-four hours
a day. Most managers only work cight hours a day
so that 86400 seconds is reduced to 28,800
seconds. Now are you productive all this time? In
an article that appeared in the Wall St¢t Journal
in Jure thic year, a plant mainten. ace crew
documented the fact that 67% of their time 1s nou-
productive. What is your non-productive time asa
manager when you only have 28,800 seconds in a
day? What is the non-productive time of your
assistants? President Nixon in his Labor Day
address mentioned that as a nation ‘ve have to
become more productive if we are going to
compete with the Japanese and the Germans. Asa
nation we use a lot of it reacting to unplanned
change. We want to reverse this and we think the
Kepner-Tregoe method can help you.

The first step in a KT process is reflected in this
slide on objectives. Objectives precede problems.
Many managers give me a lot of argument on this
point. They say that problems precede objectives.
Well, first of all let me ask you from the audience
what are your definitions of an objective? Aim,
target, something towards which to strive, what I
wish to accomplish, improvement of something,
the end purpose of a plan. These are good terms
for an objective. The quotation that Rip Rider
used yesterday applies here: “If you do not know
where you are going, any road will get you there.”
Because our objectives are not clearly defined,
they are not understnod. We waste time; we waste
energy; and we squander our resources. So, the
first step here is that we must know what results
must be accomplished. We have to ask these ques-
tions. What must be accomplished? What do we
want to accomplish? What resources are we willing
to spend? This does not come free. You huve to
identify the resources that you have to spend. We
have to determine what is available and what we
are willing to spend. What do we want to protect?
Where do we want to maintain our systems? Along
the way we have these different idea spurring
guestions that will help us address ourselves t0
objectives. This is not easy. In industry today
there is a new buzz word called MBO, management
by objectives. There are some good books in this
area. George QOdiorne has a book, Management
Decisions by Objectives. The author is Dean of he
Graduate School of Business at the University of
Utah. Pick that book up if you have never had any
experience in defining objectives. If you do not
have amy objectives then this problem solving
methodology or decision making methodology will
not be much help. You are going to be wasting
time. You are going to be wasting resources if you
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do not know whers you are going. This is a very,
very important step. it is something that is nct
easy to do because we have a hierarchy of objec
*ives. We start with our President, the
Commander-in-Chief. He gets his objectives from
the peopie. He in turn imposes objectives or Mr.
Laird in the Department of Defense. Mr. Laird
imposes objectives on the different services. The
secretaries of the sérvices impose objectives on the
chiefs of staff. They in tumn on the major com-
manders and all the way down the Line uatil it gets
to you, the libranan. Are all these objective clcar?
Are they in coaflict? You have to take this
hierarchy of objectives from the President of the
United States, the Commanger-in-Chief down o
your library organization. Somehow, comeway
you have to answer these questions as to the way
you ase going to operate your library. This is not
easy because there are conflicting objectives. Your
people have different goals and ycu have to resolve
this. Thar is a challenge. So, do not slufl off on
objectives because it is an important step.

Once you know where vou are going, then the
next step is the situation anzlysis. You know in
our day to day management with these alligators
loose nipping at our ankles and we are getting
flack from all our customers, from the entire post,
we have a lot of things bugging uvs. In this method-
ology we ask in what environment do you fina
yourself. What are you concerncd about? What
situaticns do you feel compelled to act upon? We
have uncovered in this area a tremendous exercisc
and we would like to shure 1t with you. You could
do it publiclv or privately. If the morale i, low in
your library, if thers is a lot complazint, if there is a
lack of communication and the staff is picking at
one another, then get them all together, close the
door, and subject thcm to this public cathar.is as |
call it. You have to defer judgment and tell them
that you want them to get cverything out of their
systems as to what is bad about the opcration of
your library. You have io be sure that they recog-
nize that they will not be penalized for sharing
their feelings, that they will nnt read about it in
their appraisal reports or in their effectiveness
reports. You have to somehow get this sincerity
across. A tape recorder is a gnod device *o have in
a room. A chalk board is a geud device on whish
to record these complaints. The big thing is that
you must have deferreu judgment. 1f you can get
the peogle tc release all of the feelings that they
are harboring in their sysiems and that .re con-
tributing to their ulcers, to their heart conditions,
and to their frustrations, if ycu can do this. | think
you are well cn your way to find out what is
keeping your uraanization from being the best in
your respective service.
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1 think it is 2 healthy exerc,ss for you as a
librarian at least once a month to sit in your
private office with the door closed and conwem-
plate your operation, Commit it 1o writing. This is
the key. Commit it to writing. Words are gascous.
We forget what we uttered yesterday; so, commit
it to writing. Forget about grammar; forget about
spelling for this exercise. We have too many
hang-ups on a lot of stufi when we are trying to
get some big jobs done. We get all hung-up on
spelling and grammar. For this exercise do net get
tied up in it. You cannot do this for long - ten,
fiftecn, twenty minutes. Again you have to have
some time period. Once you have these conceins
whether from the group or trom individuals com-
mi.teG to writing, the next ¢hing you have to do is
establish a priority. Here are all the things tha:
people are complaining abovt. Which is the > ost
important one? We have to have a priosity. You
know time is a constraini. I only have so much
energy. I cannot be everything to everybody. What
is the hottest thing? What is <he major concern
that I should address myself to? I might have fifty.
I cannot work at all fifiy things. The Lord only
gave me two hands and twe lege and one mind. 1
cannot pacify everybody. And so we have a
methodology here that will help us to arrive at ¢
pricrity concarn. We have to capture tiwe thought
and maks it vizible How can we determine which
is tae most irportant,

In using the Kepner-Tregoe or any other
method, we should use hard facts. What is a fac
accordirrg to your definition? Tiath, data, a piece
of information, information that cannot be
refuted, a basis for oubjectives. Some of these
word. are fine but we may want 'n take a look at
the others. George Odiome in his book, Man-
agement Decisions by Objectives, states ihat a fact
is a conditior wkich evidence inCicates is true. In
this methodology we want to discipline oussejves
to use nothing but hard facts. If yea have fifty
concetns on your piece of paper and you want to
find out which is the mos: important when you 5o
to werk today, we hase seme questions that you
can ask. The key word is sericusness. 'What hard
facts indicate the seriousness of this particular
concern? What hard facts do I have about 1ts
immeaijacy? Is it going to happsn tocay, to-
morsow, 1ext Firday? Is ** intermitten? ‘What is
the growth pattern of this one concern? This will
help you determine your prierity zoncer. You
can use a raiing scale - { forieel hot, 2 for ho ¢, 3
for not so hot. And for every concern, say »ou
have a list of fifty, you a k these questions. You
kave te rare each concern. When you go thioush
those fifty items, vou give each one a numernca'
ratir.g. What have you got at the end of s ratin2?
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How many with a rating of 1? How many woald
you suspect - four, five or six? So what would you
do next? Go back and ask the sarie thee ques-
tions of those five or six with the rating of 1. Go
through that cycle until you come up with your
priorisy concern. Ladies 2ad Gen*lemen, recognize
this as subjective. What we are trying to dohere is
find your priority concern.

When you get back to vour jobs, list the name
of every person you supervise on separate sheets of
paper. For z calendar year, or a fiscal year, 2
quarter, or whatever time perivd you choose, write
the answers to these iwo questions: 1. Wnat are
the major zreas of responsibility in his job; and 2.
How will you sweasure his performance in each of
the areas. Ask your subordinaies to answer the
same two questions privately on a piece of paper.
What do you think would be the next logi¢al step?
Compate them. Then, bring that person in and the
two of you sit privately, eyeball to eyeball. What
do ycu expect to find? Differences, discrepancies,
conilicts. Shovld zhis bother you? We are told by
psychologists that we are unique, we are indi-
vidushsts. We should expect differences in how we
perceive our jobs. So, do not run scared. Sit there
and talk to that person: have a dialogue; clear the
air. What should be the emd resul'? Agreement.
Thene showd be agreement on what you want to
achieve in this job for this particular time period.
Have the results typed and give that parson a copy.
What ic the reception of that document by that
recizieni? He has a goal. Do you think he or she
will resist it? Maybe, but not as much as if you had
just handed it to him. 1 predict that if you have
the courqge w try this methodology that you widl
tear down any doubis, any communication
problems that you cusvently have. You will clear
the ¢ir and this person may discover for the firs
fime what you resily expect her or him to do. Try
it. It is a wemendous thing. Hopefully this will
improve persornel ratings and gppraisals. How ao
¥Oou appraise ptople now - on personakly, on bias,
on prejudice? This might hein you iraprove your
appraisal reports, 1t might make the r2:i.gs more
objective.

Let us take a look at the seven steps in the
Kepner-Tregoe method. Establishing objectives is
the firs: step. The second sfep is situation analvsds
where we had a catharsis, We listed our concerns
and we found we could establish a priority if we
discipined ourselves to deal with hard facts. I keep
using the words hard facis and nobody challenges
me. What is a soft fact? An impression, attitude,
cpinicn. ilave vou ever asked anybody how
sometiing is don: and goilen this type of answer -

in my opinion, it is cxpected in my twenty-five
yaqs of military judgment, we helieve whas we tel}
you. Mr. Manager, when you start gedting answers
like that, beware, A snow job is enrouvie. You had
better be able to diiferentiate between 2 hard fac:
and a soft fact. I you are making decisions using
soft facts, what kind of decision a2re you going fo
make? You are going to make a Jousy decision and
that is why in this methodology we emphasize
hard facts. There is a difference and it is not easy
mzny times o differentiate. You have to be per-
sistent and you have to ask the right questions. If
you have a list of fifty concerns, the end result is
to find out what is the most important concern at
this time. And how many concerns de you still
have on that list? You cannot forget them. Those
alligators are still nipping at you and you have to
move. You have to be adaptable. Again, to usc
your time efficiently, you have to discipline
yourself to find out what is the most important
concern. Once you find out what that concem is,
you have to find cut where does this concern

locate itself.

According to Kepner-Tregoe, there are three
majer categories of thought process. Is it problem
analysis and we call that PA, or decision analysis,
DA, or potential problem znalysis, PPA? This
methodology is not a locked siep procedure. When
you get this concern, you have to find out if you
have a problem. if you have a decision, or if you
have to execute a decision. Many times we do not
have a problem. The boss made a decision ard he
wants us to ecxecuie it successfelly. There zre
things that we car put into practice that wiil
increase our probability of success. Once you
come out with the priority concern, you ther have
to ask where du you fall in the process.

There is a2 wheel on the next slide vhich you
may not be able 10 see very well;so let me see if »
can descrire it to you. In the center is the sit-
uation analysic You have a lot of things vying for
your attention. We need to come up with one
sharp, specific concerst. We lzamed that we can
find that concern by asking the questions of
immediacv, grawth, and sericusness. Once we get
that, is it a prohlem? Is something wrong? Do we
inow the cause? Is it a decision, a choice to make,
or is it 2 decision that has been niade? What could
go wrong? How can you avoid trouble? What
adverse consequences might we run into? Where
do you fali on the nutside of this wheel once you
come out with the major concern? Again, with this
short presentation, we Jre just going to whet your
anpetite. You are going to have to get into the
bouk. There are five day sominars that




Kepner-Tregoe put on ail over the countzy. They
have two hundred and fifty prime instniciors all
over the world. You are noi expecied to thor
oughly uaderstand these terms 25 § toss them out
to you teday, but we wanted to make you aware
of thern and the thinking process that is involved.
So do not 3 et frustrated if you are not going to be
profession: « KT decision makers.

Now, how do we find ont if we have a prob-
fem? First, what is your definition of a problem?
An obstacle, conflict, a barrier to the attainment
of a problem, something which needs a sclution or
action. I would like tc show you using the
Kepner-Tregoe method when you have 2 problem.
I think it is critical that you know when you have
a problem. Let us try this technique. Draw a
straight line. On one end write past and on the
other end put future. On the straight line you can
put your objective, your goal, your target. You
specified it in the first step. In Kepner-Tregoe
terminology that is the place where you shouid be
going. Now we have the past and the future. We
know where we wzanf to go. You have to pick the
time horizon. Now, how do you know when you
have a problem? What iime frame have we ex-
cluded so far? The present. Where aic we now?
How do you find out where you are now? Give me
three ways. Look around. That is something
people overlook personal observation. What is the
second way? Facts. Other people observe and
repor: things to you. We can read reports and
glean: the information to sce where we are. Those
are ways we may discover where we are in our
objectives. Some managers think they are in good
shape, right on target. Then the 1.G. comes in and
all hell breaks loose. This manager is shocked 10
find out he or she is not on target. The resident
auditor comes in and reveals ceriain facts that the
manager was not aware of. So, the first step is to
perceive where you are. If you 2re not on target.
you have a negative deviation. You have a gap.
You have a difference. You may want to write this
down. The first question is whare are you. If you
are on target, vou d¢ not have a prchblen.. The
second question s do I care. If yor: do a0 care,
you do not havz 5 problem: it is all over. But if
you care. that iz the second Lurdle. Then the third
question is did soriething in tne past cause ne to
take a detousr. Something changed in the past to
cause the detour. Do 1 know what caused hat
change? Ladies and gentlemen, if you do not kaow
what caus:G that change then in Keprer-Tregoe
methodology you have a legitimate problem. Bu.
if you know what caused the change, you do not
have a problemst and you move iste decision
znalvsis. You Ly-pass problem anafaysis which is
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very tme consuming.

This schematic shows that i, you come down
this route, you PFave 2 negative deviation. Can vou
have a positive dsviation? The sume three
questions apply here. Where ate you? You perceive
that you are up here and you should bz down
here. You have a deviation, a gap. Szcond
question, do I care? Do you care that you have a
positive devistion, Mr. Manager? Why would you
care? What obvious thing might be wrong here?
Your objectives may be too low. What slse might
you reveal if you pursue this over-achievement?
What are the positive benefits in pursuing this?

u over-estimated the difficuity. You are ready
for new objectives. Ancther thing that I want tn
share -#ith you 15 that you may find one parsor
who has discovered the best way todo a job. You
want to know that for whac purpose? You wanf o
put it in your training program and lgt evervbody
use tha! best method. Fer what other reasen
would you want to know 2bout ihis vest way that
this person has us2d? Jim Sneard and I talked
about recognition yes‘erday. We wart to recogrize
these people whe have found the best way. Give
them the award, the monetary and the personal
recognition. Those are some reasons that yor may
want to pursue a positive or a ptus devizticn.

Are there any qeoztions ¢s to how we find ont
when we have a bgitimate problem? There awe
three questions that you have 10 answer - where
are you presently. If you ave on iarget, ] hope vou
recogmze that »uu ac not have a problem. You are
on course aud whatever vou are doing. keep it up.
Secondly, do t care” If you say you do not care, it
:s all over. Yon can droy this and 20 on ¢ znother
cocern. The thad questions is 4o vou knuw what
caused a chosge in ihe past? if you do not kpow,
then you have a predlem

Now let us take a lock at the next step which is
problem analysis. ¥e tound that wo have a probl-
em. We want to find the cause. That is 2li we want
<0 do. One of the things that Kepner and Tregoe
found “in their fise years of research in our
countrv, living with and studying decision maxer.
in gorernmeni, indastry. and educational insti-
tutions. *s that we jump to -onciusiens. To awn~id
jumping to conclusions, fil! in 2 problem spec-
dicetion worksheet. You have 1o discipline
voursel{ to desl with netning but hard facts. First,
identify the object that we 2ot from our pijority
concath. We have to be speci . Is the object a
landing gear or » weapon systzin? Aot of paaple
s3y this is 2ood methodology for a2 hardware
problem. It is also good for a people problem. The
object here cordd he Mys. Rabalowswi. The
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deviation could be that she comes to werk tweaty
minutes late every day. This can work.with people
probiems. Yeu can identify the cbject and then
you have fo identify the devistion. You have to be
very specific. You have to discipline yoursel{ to
work with onlv one concern. So once we have the
object and identified ‘be deviation, we should
address onrsclves to four dimiysions - -hat, where,
when, and the cxteri. Then r~ference thizobj ¢-
what i happening, what is not bappend. We are
tocking for dissimilarities. We arz lcoks for
contrass. Ask these specific questions in reference
+o the object and the daviation. Whatever {alls out,
record in your proplent spesification worksieec.
You have to recognize that if scft data falls out,
the effeciiveness c: this methodclogy will be

weakenud considerably. This is the déficult part”

particularly when you are dependent upoa people
for facts who were not recentiy promuted, who
werze tecently reprimanded, who wers recently
ost-acized. When thic happeas you are in troutls
because people are eople. If vou do not have
good humait 1elations and if you cannot get thesc
fects froir them, then KT or any owmer method-
nlogy is not going to he:p you.

Orce we have these fous dinwensions, then we
want to know what is distinciive. You compare
the & to the is not. [ vealizz this is Greek te alot
of you but do not get frusirated Thz only way
ysu are veally geing to understand is 1o r2ad the
bzok or attend one of the Keprer-Tregos
<emunars. I have .ead the book five times and 1
Jearn something Jvenyume I rer=ad it. I am trying
to apply it in my job and in mv fmily activities.
The beavty cf this methodology is that 1t can be
ysed at home with your family problems, with
tecnapers. You kaos we a2 Jecision making
anjrals. We make decisions tveenty four houss a
day, seven days 2 week. So this is niet just appli-
cable in librery activitics.

Once 3 o1 have the distinctions, concentrate on
themn and look for change. What you are
constuntly doing is nammowing that coacen.. You
are looking fur wha: actually changed. You may
only have tww o7 three changag that fall out c{tl.is
whofe thing. When you have any changes listed,
vou have 50% of your hypothesis. Take your
objective, your deviation, and your changs and
frame = temative hypothesis as to the cause, the
tentative cawse of this deviation. List your hy-
pothesis ard then 25t it Venfy that tantative
hypothesis 1o b2 sure that vou are dealing with the
most likely cause of your parsicular problem. Test
this hypotaesis against the is and is not columin. If
it does not survive, if 3t does not explain
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everything that you have under the is and s pot
column, you should do what with that hypothesis?
Throw it away. Kill it. This is difficuit when you
are dependent upon people not only in the library
but upon people in other functional areas for dala,
for facts. How effective ae you? Can you commu-
nicate with the procurement peopie, the civil
engineer, the pcople that take care of your
facility? How about your relationship with finance
and accounting? So recognize when you are
working on thes: thing. that vou iaay not be
restmicted Sust fo your library operation. You may
kawe te eet inte other functional areus. Whar is
your refaiicssh’p, what is your dependency Gz One
another? §t will depend on haw well you fili out
Zhis problem analy:is warksheet.

Let us say it ancther way. Take the dissim-
ilarities from the first two columess of the problem
analysis wotksheet. We are inoking for a dis-
tinciion, something that is unpique, that is
diffcrent, that is prculiar. Out of that we come up
with one or two changes. How did it char.ge? How
could it chaage? How could it produce 3 oevi-
ation? Then we test: we eoxplain both the
similzrities and the Jissimilorities and see §€ that
hypothesis will hold up. The end zesult is the most
likely cause of that deviation. What you have
zccomplished 25 a result of going through this
problem anwlysis is that you have ¢ome up with
the most likely cause. Thiz is time coasuming
perticelatty il you mave to get fants from other
activities. If vou are & major command librarian
and have o ==xd oul retters or telephone other
librarians 10 get all ihese facts, it is very time
consuming. You haw 15 be vadent. You have to
pe tolerant. You have to be a good lisiener. And 1
wink all of these trsits indicaie that you have to
be a goud detective, Perry Hason type. Personality
is recuired 1o fill out the problem analysis woik-
sheet.

Now thai we have the problem, the cause of the
oroblem, the niost likely cause, we move into
another thought nrecess, decisian analysis. What is
a decision according to your definition? A coutse
of action based on facts to averceme a problem or
reach an objective, a commitment, a solution.
They are a8 gocd definitions that you have given
here. A choice of many alternatives is about the
most popular déilnition of 2 decision. Now that
we know the cause of the problem. we jmme-
diately make a decision. We have a choice of alter-
natives, ard so we bave a dechsion anslysis. The
first three questions on your handeut are benefits
that we gained from tae Mcad Paper Corporation
of Dayton, Onio. They are commilted to the




Kepner-Tregoe ayoroach. Ju using the KT
approach and having thousands of their executives
take the one week covrse, the Mead Corporation
found that they in the past have failed to answer
these questioss:

i. Tine horizon needed to fully imolement
2. What parties will be impacted by this change

3. Purpose  summary of overall results that
Just exist at the et:d of the trme horizon.

iet us take a look at the three things that the
Mead Corporation found out. This is what I think
is so worderful when indusury is willing to share
with educational institutions and with the govem-
ment. Since we have been working with that
outfit, 1 am sure they have gained some ideas from
us. | suggest that maybe you ought to consider
that in vour communities, Do not die in that
library; get out into industry. Get out and g2t
knowr. and find cut what decision making tech-
riques they are using thay you might be able to
imitate. Tnere is notaing wrong in learning from
the enemy.

Many times you get five or six peopie together
tu muke 2 decision. We beat our gums fer two ur
three houre because one guy is thinking a la Rip
Rider. He is thinking about 1984, Another person
is thinking about tomorrow. Another is worried
about rext month. A feurth person is thinking
abeut the 2nd of the fiscal vear. A fifth persen is
thinking about 1971. We b=at our gums because
we are on Jifierent time horizons. This happens
when vou gef a zroup of peopie together. Many of
our decisions are goup orented. We do not make
major decigons in isolation. Be sure vou clear the
ait. What tsme horizon are we talking about? Thi-
decision hos to be made in what time horizon? Ge:
it in the open.Do not play games wich one
another.

Secondly, once we make this decision what
parties are going to be zffccted by this change? Let
us be specific. Who is going to be iuspacted by this
- the librarian, the civil engincer, the community?
Are we going to create any coiugical problems?
Are we going to run into the unicn? The unions
a2 becoming very effective. Collective bargaining
in the public sector is gaining speed, and you have
to be awarc of union impact. What parties are
impacted?

Third question, what is the purpose of this
dedsion? On your workshests you notice we say
twenty-five words or less. Let us keep it down and
be concise; be exact. Do not get carried away.
These three questions are very important.

New at this point, the fourth question, we must
review and update onr objectives. Notice that as
we go through this problem analysis and get into
decision anaiysis we have these three things. What
has happened to your organization? What changes
have been occurring? Time marches on. Rec-
ognize that all these things that I am throwing at
you machine mun style do not occur on five
minute seitings. This may cover a week, two
weeks, a month, a year. So you had better take a
leox 2t your objectives. You had better review
them and see if theyv are current. If they are not
current. you had better update them.

Now that you havz your objectives. we are
going to get double duty out of them as we are
going to use them as our critcria. In helping us
compare and ¢hocse the alternatives thar we are
going to consider and then ultimately pick one. we
are going to Jassify these obiectives. We have a
worksheet where you can classify a must objective
and a want objective. A must objective is one in
your judgmsnt that is not a comprosnise, that you
wifl not necgotiate. Jt is vne that you absolutely
must achieve. All other cbiectives are then clas-
sified as things that we want to achieve if we have
any rescwces, if we have any time left over after
we achieve our must cbjectives. So we have to
daszify them and this is subjective judgment. On
tiie worksiieet of decision analysis questions, put
your just objectives and then your want objec-
tives. Your want objectives may have different
valucs. One might be more important than
another. 8o you have a weighing problemn here.
You may use any weighting scale you like. 1 like to
suggest nothing higher than ten, zero to ten. Ten is
the highest value, zero the lowest. You then have
to rate the objectives you have listed. What would
a ten objective be equivalent to or close to? A
must objective. It is close: you are not sure which
it should be. Recozaize as you go through this
process that this stuff is not in concrete. You have
to be flexible. Then if you reveal data as vou go
along, if facts come in that you did rot have
previously and that would change your mind from
3 want to a must objective, do it. Conversely if
you fird out it is nct as high or important asyou
thought, downgrade :t. You have not only the
principle of feedback but fecdforward. After we
have classified our objectives, the next thing to do
is to generate altematives. How many new ways
are there for doing this? What new ways are there
to accomplish this? Defer judgment. Be creative.
Here is where these ideas generate the technigues
that we talked about vesterday.
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With computers today and other techniques, it
is conceivable that we can come up with millions
of alternatives. We can ideate indefinitely. We
know how to generate these alternatives and
record them. You have to decide how much time
you have, how important it s, if you want other
people, or if you want to do it by yourself. These
are judgments you have to make as to how you get
the alternative . You can only ideate so long and
then you have to evaluate those ideas. Compare
the alternatives to the must objective. Does this
meet the must objective? You will get a go or
no-go condition. 1f you say it does not, what
should you do with that alternative? Toss it out.
Kill it. Yoo do no: have time to pursue a dead
horse. If an alternative meets a must objective, you
have to give it a score. How well does it meet that
objective? You can use a rating scale. We want 0
compare and choose, go or no-go. This is sub-
jective judgment. Recognize this. We make errors
in ratings. Which alternative best satisfies your
objective? The worksheet gives you a quantitive
technique. With a little imagination, you can have
the computer do this for you. The computer can
evaluate these alternatives in a quantitive tech-
nique very easily. Give it a score. You say it only
meess about half; so you rate it a five, if you are
using a scale of zero to ten with ten being the
highest. The weighted score helps you to compare.
Which one do you thirk you would chose? The
one with the highest score.

Notice that when you take the highest score
that you think that you have made your decision.
Beware. Do not jump to conclusions. There may
be some factors that are not quantifiable. We
worked on one project where we had to close one
sir base. We rank ordered the highest effective base
in the United States Air Force and gave it the
rating one. We went all the way down to sating
120. Close base 120. What adverse consequences
might we have? What can go wrong? Had we had
trouble in the past? What weaknesses are there?
Who is against i1? Where is base 120. South
Carolina. This was about a year ago. Someone
asked from what state is Mendel Rivers. Let us go
to the next highest alternative. Base 119 is in
California. What can go wrong with closing that
base? Let us go ic base 118. You see there are
things that are not quantifiable. So do not junip to
conclusions. What can go wrong with this alter-
native? What political implications arc there,
econornic, psycho-social? What are the things you
-annot put a number on? We have to take a look
at the negative resuits. How valid is your data
source? How valid is your information? What is
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the total threat. Consider the numeric value and
the-> other factors and make your best balanced
d( . m

= have made our decision, we advance
i, . third major phase ¢~ the Kepner-Trepoe
process which is potential problem snalysis. ¥ hat
can we do to insure that our decision will be
successfully executed and that it will correct the
problem we identified in our schematic You have
to remember Murphy’s Laws. In thic potential
problem analysis there are some things that we can
do to minimize the effect of Murphy’s Laws. We
can do some planning here. We can make a brief
statement of the situation. We can list the steps or
elements in sequence. We are going to have to
evecute this decision. We can identify the critical
areas. We know from the past where decisions
normally fall down. Is there a new step? Are there
many unknowns? Do you have to retrain, cross-
train people? How about the high cost impact, the
tight time 1imit? Historically you have had trouble
in this one section in your library operation. You
can predict from the past that you may have
problems in this new decision. You have to
identify your priority. So here is a point where
you can take to mind what Rip Rider spoke to
you about, planning and forecasting. Those tie
right into decision making.

Now let us take a look at PPA, potential
problem analysis. You have your priority critical
area. You may have so many that you cannot be
everything to everybody. A lot of this process time
is a constraint. You have a lot of pressure. People
are putting the heat on you and they want
decisions. You can list specific problems and then
identify your object or deviation. Sct a priority.
What is the probability of this occurring? You can
develop the likely causes of this thing happening.
We can provide the information. We can trigger
our contingency action and then the end result of
this pozential problem analysis is that you might
have to what? You may have to go back and revise
this plan. Remember flexibility and adaptability.
You have to be adaptable as new facts are
revealed. This is dynamic. It is changing envi-
ronment and people even change in their behavior.

Then you get down to the last step - imple-
mentation and control. You have a plan and now
you have to execute it. You know there are a lot
of people who go through a tremendous sys-
tematic approach until they reach the last step
where .~tion is required. Then they have a mental
blackout. They are lousy salesmen. You have to do
it sometime. You cannot play forever. You cannot
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remain in limbo. You have to implement that
decision and employ the cybernetic principle that
Norbert Weiner popularized in 1947. Cybernetics
is the principle of feedback. You have feedback
that the decision is being successfuily implemented
and you continue to carry out the plan. You can
get fecdback that is negative, that is not correcting
the cause; then you have to implement your
contingency plan. This requires control on the part
of you, the manager. You cannot sit back and
drink coffee after you make your decision. You
have to be sure you successfully implement it.
That is the seventh step in the Kepner-Tregoe
precedure.

If any of you have any questions about this, do
not hesitate to call me. Get the Kepner-Tregoe
book and look at it with a little more depth than

you got here today. See if you can put their
procedure into practice "because there are many
advantages to gain from it. One of the greatest we
have found at AFIT is that it gives you a common
vocabulary. That is a tremendous improvement in
any organization. The point we want to leave with
you is that in management we have resources ard
we have to manage them effectively. There are
many techniques. A lot of this stuff we talked
about is iot new. We are always looking for some-
thing sophisticated. exotic. You do not need
sophisticated, exotic tools to solve simple
problems. We hope that in our presentation that
we have left with you that you should be sys-
tematic in your approach in solving problems and
making decisions, defer judgment. generate 1deas,
and come up with better libraries.
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MOTIVATION AND PRODUCTIVITY
Summay of Major Theories
Dr. Abraham Maslow. . . “Hierarchy of Needs”. . .Motivation comes about because a need is not satisfied.

Once it is satisfied it ceases to be a need. The following are the basic classes of needs from the most
basic fo ti.e most sophisticated: physiclogical, security, social, status or ego, and self realization.

Dr. Saul Gellerman. . “Job Enlargement™. . . .. The individual is always foliowing what he ‘thinks 1§ 2
sensible strategy for getting 2long in his world. To motivate an employee we should use the following
techniques:

1. Stretching. . .assign duties that are more demanding than the present ones.

2. Management by Objectives. . .give him rather broad dJiscretion over how his work is to be

handled.
3. Participation. . .seck kis comments and suggestions prior to making significant decisions
affecting his work.

Dr. Frederick Herzberg. . .“Motivation-Hygiene Theozy”. . .The mw or motiva.ors are: achievement,
recognition, the work itself, professional growtl, and tesponsib .ity. Money, type of supervision,
working conditions affect most employees in a negative wav,if at 7 '[.

There are only t .ee things we can do with an emr:loyee:
I.  Use him to his capacity
2. Getrid of him
3. Have a moraie problem

D:. Douglas McGregor. . .“Theury X and Theory Y. . .We manage as we do because of certain assumptions
we make about people ir general. If we assume people are by nature lazy, not intelligent, avoid
responsibility, are not cieative, then we gxercise close supervision. if we assume work is natural,
people wanl responsibility, are intelligent and are canable of being creative we exercise loose

suparvision. ur what McGregor calls “Theory Y™ super-ision. Recent studies indicate that many of
the assumptions we have held in the past are erronenus.

R R T

Dr. Chris Argyris. . “Personality and Organization”. . .Orgsnizzuuus are willing to pay high wages if mature
aduits will, for 2ight hours a day, behave in 2 less than mat::re manner.

Within the management group of most organizations certain kinds of actions are . are,while others are
frequent:

S T

High Frequency Actions

i

% 1. Evaluative fcelback. . iceas are ~valuated not so much on their merits as ca their conformity
! to traditional norms

o

Defensiveness. . .ideas which are not consistent with tradition are regarded as a threat and are
attacked rathe; than examined.

g= 3. Stability. . .the organization iy in fact. dedicated to preserving its traditinns and to avoid
E}* change. regardless of the cost.

g;; Low Frequency Actions

% 1. Feedbark. . .a clean indication of how one inferprets the meaning of someone else’s behavios.
:; 2. Owning up. . .candor in supporting or oppesing ideas.

%; 3.  Openuess. . .ideas get hearing on their mierits.

iéé: 4.  Risk taking. . .willingness to cop> with situations whose outcome is uncertain.

§ To improve the effectiveness of the oiganizaticn we should reverse these frequencies. Thus, those

ol
[}

activities that are rare today shouid become frequent. Those that are frequently observed toduy
should cezurless often.
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Dr. David McClelland. . .“The Achievement Motive™. ., .The achievemen: motive is possessed to a significant
degree by only about 10% of the population of the United States. Yet these people, for the most
part, are responsible for where the United States is todgy. Achievement people have three major
characteristics:

1. Like situations in which they take personal responsibility for finding solutions to problems.
2. Set moderate achievement goals and take “calculated” risks.

3. Need concrete feedback as to how well they are doing.

Dr. Rensis Likert. . .“Participative Management System”. Likert attributes most of the difficulties that
unproductive organizations have to their management systeis rather than to personal inadequacies in
their managers and employees. The more closely a company’s maragement style approaches a true
participative style the more likely it is to have a record of sustained high producitivity, good labor
relations, and high profitability. To tum an organization around you must always work on
erployee’s attitudes first.

R? roduced from %
begt available copy.
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nrocesses.
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MURPHY’S LAWS

In any field of scientific endeavor, anything that can go wrong will go wrong.

Left to themselves, things alwavs go from bad to worse.

If there is a possibility of sevaral things going wrong, the one that will go wiung is the une that will dv

the most damage.
Nature always sides with the hidden flaw,
Mother nature is a bitch.

If everything seems to be going weli. you have obviously overlooked something.

Don’t worry about nothing . . . .ain’t nothing going to be all right.

8. If + ou remain calm in ti.2 midst of all this confusion you obviously don’t undeistaud the situation.
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SELFINTERROGATION

This type of question list was originated by the Massachusetts Institute of Technology. You can use a list
like this or develop your owr .juesticns that apply to your particular preblem.

PUT TO OTHER USES? New ways to vs: as is? Other uses if modified?

ADAPT? What else is like this? What other ideas does this suggest? Does past offer parallel? What could 1
copy? Whom could I emulate?

MODIFY ¢/ New twist? Change 1.aeaning, color, motion, sovnd, odor, form, shape? Other changes?

MAGNIFY? Vhat to add? More time? Greater frequency? Stronger? Higher? Longer? Thicker? Extra
value? Plus ingred:ent? Duplicate? Muttipiy? Exaggerate?

MINIFY? What to subtract? Swmaller? Condensed? Miniature? Lower? Chorter? Lighter? Omit?
Streamline? Split un? Understate?

SUI STITUTF? Who else instezd? What else instead? Qther ingredient? Other matenal? Other »-~-nce?
Gther power? Otiser place? Other approach? Other tone of voice?

RITRRANG! Transpose posinve and negative? How abour opposities? Turn it backward? Turn it
upside down? Reverse roles? Char e shoes? Tutn tables? Tumn other cheek?

COMBINE? how ahout 2 bl-nd. zn alley, an assortment, an ensemble? Unnibine units? Combine
purposes? Combine apycals? combiue jdeas?
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ARITHMETIC TEST

In the following simple arithmetic problems a plus (+) sign means to muitiply, a divide (<) sign means to
add, a minus (-) sign means to divide, and times (x) sign means to subtract. Complete the problems
foliowing these directions.

§+ 2= 14 +7 =

9 +11 = 6 x5=

4x 3= 8§ +3 =

6+ 2= 7x2=

9-"3 9{-2:

7x 4 8--4-=

4+ 4= 9 +6 =

8- 4 1+ =

2x 2 8§ x7=

20-10 = 13-1-=

G- 1= 16 -4 =

54 6 8 x2=

2x 1 9 +9 =

10- 5= 6 x2-=

12+ 2= § +4 =

6+ 6 i0--2=
» 8—'-5: 4 — ]
i 6+ 6= 18 -3
17 x 2= § +2

. 14 + 7= 15 x3 =

€3




WORKSHEET
SELLING THE IDEA --- GETTING THE SOLUTION ADOPTED

Selected idea:

Whoem do 1 ared to convinee of its value? (maybe yourself!)

What do I want kim to do about the idea?

(For example. authorize its use; buy the piece of equipment. give me time off to develop it for production,
ec.)

Advantages to him of accepting the idea: (Refer to How to make this advantage obvious to him: (hov
Evaluative Criteria on Worksheet 11). If idea “tested” 1o visualize it for him, how to preseat arguments
well, these are sore of the advantages). convincingly, etc.)
1. I.a
b.
<.
- etc.
2 2.a
b.
c.
ete.
3. 3.a.
b.
c.
els.
4. 4.a.
b.
c.
etc. etc.
Possible objections he may have to the idea: How to over.ome these objectiors:
1. l.a.
b.
c.
_ etc. —_
2. 2.a
b.
c.
eic. _
3 3.a.
b.
elc. gla

(Use additicnal pages as needed).
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“Scientific” Method of Problem Solving 1 useful fo: solving a problem whih has @ GOAL and
OBSTACLE(s) to that geal. The method uses o sequence of sieps. Skipping 2 step can lezd to bad results,

., but vou can and should go back as many steps as you want as ofien as you want.
STEPS PURPOSES

1. RECOGNIZE THE FRCBLEM Be sure you have the real problem.
Be suie it’s one you can do something
abuut,
Write a tentative statement of the problem
(try several).

2. GATHEK DALA Lram all the facts - do research.

Write down any assumptions you make.
Be careful and speciiic

3. LiSTPOSSIBLE SOLUTIONS Use creativity and withhold judgement.
Vrite down ol solutations you can
dream up.

4.  TEST POSS!3I £ SCLUTIONS Establish criteria (standurds) by which

to judge solutions.
Weigh each solution against cach criterion

: 5. SELECT BEST SOLUTION Select the one whion work best
(OR COMBINATION)
) 6. APPLY THE SOIUTION Take action, develop a complete plan

for the boss’s approval, get the
green hight, o) submit 11 1o a Gl

ACT!?

Brainstonning: An mtepttonally uninhib:ted. confurunce type, group approach. Four,  ground rules™ are

observed:
i.  Judicial thinking must be withheld—until ideation is carried out.
2. “Free wheding” is welcamed.
3. Quandte {(of ideas) is wanted.
4. Combmation and huprovenient (ol ideas) are soug'it.

The objective 1s to produce e, greatesl possible mumver ot aiternatine vleas tor lar . daaston and
development.
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