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INTROLUCTION

In order to build a house which will be admired by
large number of people it requires modern materials,
techniques and capable builders. Therefore any good
organisation, large or small, private or public requires
not only finance but also good management. The question
then can be asked, what is "good management™? The word
“good" is an abstract adjective that cannot easily be
determined or defined in this context because it depends
on the individual's way of assessing things or his choice.
It can be asked further, what is management? "Management
is the art of getting things done through the co-operation
of people?., The functions of management include the
following; organising, directing, delegating, integra-
tion, staffing and co-ordinating. If an organisation's

! 3

performance can be based or Lhese functions, then one
can conclude that the organisation is ''goed™ or "bad" in
respect of the above., It is pertinent to mention at
this stage that the word "management’ may be replaced

with the word "Administration" in the latter part of this

1
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essay, The words "Management™ and "Administration" are
meant in this essay to have the same meaning and the
same function. The word 'management? is widely used for
private organisations while "administration” is used for
public organisations. Both governmental or public enter-
prises are known as public organisations while any other

one are regarded as private i.e. they are privately owned,

PURPOSE OF STUDY

The idea of writing this paper is:

1. To examine the existing degree of intergration
and co-ordination in the Ahmadu Bello University
library complex;

2. To examine throughout the complex the staff
management in all respects i.e. recruitment,
development, deployment etc.

3. To trace brief history and the characteristics
of each of the complex;

4. To suggest solutlens to the problems in rela-
tion te the administration of the whole complex.

The library services of Ahmadu Bello University are

scattered all over its respective campuses and in order

to promote efficiency and adequate services to all, there
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has to be proper co-ordination, integration, and effec-
tive communication., Further more, levels of hierarchy
i.e. span of control have to be such as to promote
efficient management. It is understood that the
University Librarian is the statutory Head of all the
Libraries, therefore it will be of great advantage if

all libraries functions are brought under one umbrella.

SCOPE OF THE STUDY

The project has addressed itself to Ahmadu Bello
University Library staff and most of the information is
based on discussions with the University Librarian, his
Deputy, Heads of Libraries, records and documents avail-
able, Some staff members of all categorics were also
interviewed. The Library authority will find this paper
a useful guide in formulating its policies and restruc-

turing its administrative set-up.

ORGANISATION OF MATERIALS

This essay has been divided into three main chapters,
The first chapter has dealt with the systems of manage-
ment, Since the essay is intended to suqggest possible
ways of improving the existing administrative structure

of the Ahmadu Bello University Library complex, the
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second chapter deals with the examination of the exist-

ing administrative patter.s and its problems. The

third chapter is the suggested ways of improvement and

recommendations,



CHAPT"R 1

MODEL SYSTEM OF MANAGEMENT IN
COMPLEX ORGANISATLON

INTRODUCTION

The title of this essay is *co-ordinating of staff
affairs in a complex organisation', In other words it
means how to manage personnel and co-ordinate their
activities in an organisation. The word complex in the
scatence, implies an organisation with several branches
and departments which are predominantly oriented to the
attainment of common goals. Therefore personnel manage-

ment will be discussed in general terms in this chapter.

DEFINITION

What is Personnel? It is the people. What is
'"Management'? It can be cvescribed as a dynamic aspect
of administration, while organisation is the structural
aspect of administration. Following few writer's defini-
tion, 'administration' is the organisation and dircction
of human and material recsources to achicve desired

ends".1 This has been divided into two classcs; 'public

-— -

le JeM. Pfiffner and R.Ve. Presthus:; Public Administra-
tion, p. 3.
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administration' has been difincd as "..s decision making,
planning the work to be dune, formulating objectives and
goals ...establishing and reviewing organisations,
directing and supervising employeeS... exercising controls
and other functions performed by government executives
and supervisors.2 It is evident from this definition
that 'public administration' is related to governmental
activities in managing the affairs of State, while
'‘private administration' can be related to any activities
by individuals tc manage privately owned business or

affairs. The word 'organisation' can alsc be viewed in

two different ways. It can be (1) busincss corporation
and (2) governmental bureaucracy. 'Crganisation' has

been defined by Parsons as "social units which are pre-~
dominantly oriented to the attainment of specific goals".3
For our purpose in this text, 'organisation' is the
arrangcment of personncel for facilitating the accomplish-

ment of some agreced upon purpose through the allocation

of functions and responsibilities".4 'Management' - "is

2. Corson and Harris, Public Administration in Medern
Society McGraw-Hill, 1963,

3. Amitai Etzioni, A Sociological Readcr on complex
organisations, 2nd ed, p. (vii),

4., John M, Gaus, 'A Theory of organisation in Public
Administration in the Frontiers of Public Adminis-
tration, Chicago, p. 20
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the art of getting things done through the co-operation
of people." It can therefore be said that without
organisation, management will not exist and without
management organisation remains a dead weight while in
the absence of both organisation and management, adminis-

tration remains meaningless.

AN HISTORICAL OVERVIEW

The practise of management is as old as human
society, although its field of study as a subject is
very recent, it can be dated back to the 18th century.
Prior to this period the Romans had their traditional
system of managing their colonies. After the Industrial
Revolution, factories began to grow, government activi-
ties increased, great advancement in technology and large-~
scale organisation took place. Problems of management
then arose, Some thinkers began to formulate theories
of management. Among the first theorists are; Henry
Fayol a Frenchman, Federick Taylor an American and Max
Weber, a German. These Thinkers did intensive manage-
ment studies in industries. Other eminent Thinkers, such
as James Mooney, Luther Gulick developed upon their
writings and adapted these theories to public administra-

tion matters. There are several propounded thecories and



principles. The Ltheories could be classified as:
1. Scientific/classical Management theory;
2. Human Relations Theory;
3. Systems Theory;

4, Pecision Making Theorye.

QRIECTIVES OF MANAGEMENT THEQRIES

- The objectives of management theories are (1) to
undébstand organisational problems as they relate to the
structure of the public departments (2) to study their
inter-relationships and co~ordinate their functions
- {3) to understand how people in the organisatlon behave

‘and (4) how the organisation operates.

ELEMENTS OF MANAGEMENT

In every organisation, whether private, public or
domestic, large or small scale industrics, management is
an activity common to all human undertakings. Therefore,
any process engaged in performing management functions
requires the elements of planning, organising, commanding,
co-ordinating and controlling. 1 wish to review these
five elements.

i; Planning
This is to determine in advance the programme for

the organisation so as to avoid difficulties in future.
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It enables the 'administrator's to look into the future
and past coccurrences then _orcast the requircments for
the future in relation to the objectives of the organisa-
tion or policies of the government. An industrial
organisation will have to set its targets, plan the
system of achleving that target in a given periocd. The
naticnal government of any nation needs to plan its
economy, how to utilize its manpower and implement its
projects to the best advantage of its citizens. Plan-
ning is a basic element of management, it requires
intelligence, foresight and research., In order to com-
plement the effort of planning, it is necessary to follow
up actions at every stage to the last stage to make the
planning a reality.

2« QOrganising

After planning, it is necessary to organise how the
plans will be carried out effe~tfva'v. In a business
organisation, this exercise will be divided into two
classes, (a) the material organisation and (b) the human
organisation, The material organisation can be related
to the raw materials, tools and equipment. The human
material refers to the managerial functions. This paper

is dealing with the managerial functions. In a governmental
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department, organisation is the structure of the esta-
blishment. The aspects of 'organising' are:

1. Definition of the functions - describes the

duties of each unit and spells out clearly the individual
activities in any other unit on the same level of autho-
rity-

2. Chain of command - the amount of power and

authority should increase at each higher level in an
establishment when compared with the lower level,

3. Unity of direction - the authority of a unit

supervisor should be limited to that particular unit
only and not to extend his control to other units within
the organisation.

4, Span of control - an adequate schedule of duties
should be entrusted to the supervisor of a unit and a
limited number of persons who he can supervise adeguately
should be attached to it and well paid for the function
performed.

5. Centralization or decentralization -~ this wvaries

in an organisation depending on the condition of the
business and abilities and qualities of the people

involved.
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3. Commanding

In order to exercisc effective command, the Manager/
Administrator should be competent and experienced., It
is expected that he should know his subordinates well.
A periodical review of the organisation's functions is
very essential. He should organise frequent meetings and
conferences with subordinates.

4. Co-ordinating

The executives should co-ordinate the activities of
the organisation by harmecnizing all integral sub-systems
and keeping a balance between one function and the other.
In any central government, the taste of co-ordination is
very important and complex. The administrative machinery
of the organisation should make the movement of top level
staff within the whole system easy and practicable.

5., Controlling

This is a system of regulating the activities of all
the personnel in accordance with the requirements of the
plans. This is the last stage of management circle and
leads us back to planning. °All Administrator/Manager
should control all the activities within their jurisdic-
tion. 1In exercising control, standard system, uniformity

and balanced authority should be used,
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PRINCIPLES AND SYSTElNMS OF MANAGEMENT

I have mentioned some principles of management above
but there are no limits to the number as there are no
universally acceptced principles or theories of manage-
ment. This is evident by the fact that the Theorists
themselves have different ways of approacih to administra-
tive problems, They therefore disagree in some areas
while agreeing on a few. Organisations differ both in
operations and activities. Also the objectives are not
the same. The environments in each location are quite
different, hence it is quite wrong to generalise any
theory. The theories and principles therefore have served
as guidelines to any administrator/manager. It is perti-
nent here to discuss the concepts of management of those
eminent Thinkers,

F.W, Taylor

Taylor was an American a graduate engineer, who
worked as labourer and rose to the status of Chief Execu-~
tive Engineer. His expcrience in industry influenced
his writings on the theory of management, He believed
in the scientific methods of selecting workers, determin-
ing jobs, and in rewarding or penalising., He believed

in a detailed systematic study of every function and time.
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Taylor's basic principles are daily defined task, stan-
dardizing working conditions, reward for success and
penalty for failure. Hc emphasised delegation of
authority, training on the job, central control.

Henry Favyol

Fayol was known to be the founder of administrative
theorys He was a Frenchman and an engineer by profes-
sion. He described administrative functions as being
concerned with the co-ordination and harmonisation of
all other activities in the organisation, Fayol there-
fore asserted that administration is not the concern of
one chief or group of top managers/executives, but it is
rather one which involves relationships hetween the Head
and all other members of the organisation. His princi-
ples include division of labour, authority and responsi-
bility, discipline, centralization, equity, initiative,
motivation, Espri dc corps and Scalar chain or Hierarchy.

Classical Theory

There are several administrative thecories which can
go under this discription but only those which can be
related to public sector will be mentioned. Besides
Fayol and Taylor who were described as Scientific Theo-

rists, other contributors to this class are James Mooney
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whose approach was from an historical point of view.
Colonel Urwick's writings and thoughts are highly
military. They have identified management, administra-
tion and organisation as separate subjects to be studied.
The general principles of their theory include authority,
delegation, lines of command, sub-divisions cof functions
and specialization. Another Thinker in this group is
Max Webber, a German sociologist. He based his ideas on
the study of social sciences, His main views are on
bureaucracy and authority. He classified 'authority'
into three categories, i.c. traditional, charismatic and
legal rational authority. He broadly described 'bureau-
cracy' with three principles, division of labour, hierar-
chy and rules,

Human Relations Theory

The primary concern of this theory is the study of
people as human beings. The contributors are Mary
Parker Follet, Elton Mayo, Chester Barnard., Follet
believed that therce is bound to be conflicts in organisa-
tion. She regarded genuine conflicts as a sign of
development. She asserted that conflicts could be
solved either by domination, compromise and integration.

This should be through cooperation between the supervisors



15
and the subordinates. She cmphasized co-ordination
which she regarded as a continuous process, Mayo did
a lot of research in human attitudes and sentiments.
He believes in the formai and informal organisation.
He agreed that pay cheques are not the only means of
motivation but self satisfaction. He stressed emphasi-
ses on adequate communication system, particularly
upwards. Chester Bernard researched in co-operation
and organisation. He attached importance to system of
communication and efficiency.

Decisions Theory

Herbert Simon belongs to the earlier theorists in
this category. He contributed to Human Behaviour in an
organisation with particular attention to decision making
scheme, He criticised the principles of classical
thecory and described them as administrative 'proverbs',
According to Simon, there are hlerarchies of decisions.
He sees administrative system as a system of cooperative
behaviour between both superiors and subordinates who
should be invelved in the decision-making.

Systems Theory

This is a theory with mixed ideas. It has the ele-

ments of classical and human relations theories., 1Its
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third idea was based on Mathematics, Engincering and
Biological concepts., The principles are (1) System of
input and output (2) Socio--technical system (3) Open
system (4) Control mechanism (5) Biological concept of
homeostasis or self-adjusting control and (6) feed-back
system,

Summary

To summarised briefly, it can be observed that the
approach of scientific theory to organisation is to
determine the necd to achieve objectives. The human
rclations approach start with the study of man's motives
and behaviocur. The decision theory approach concentrates
on the decisions that neced to be made to achieve objec-
tives. One can conclude that all the principles of
management and thoughts are interrelated. They arc con-
cerned with the management processes. Some of the con-
cepts are good and some are not easily practicable in

certain areas with certain circumetances arnd environment.

MANAGEMENT OF LIEBRARY SYSTEM

The case study is co--ordination of library personnel
affairs, It is therefore ideal to relate the formulae
of management to meodel library coperations. There are

several type of libraries, ranging from private owned
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library to State and Local Government., National and
special libraries but in this text, discussions will be
based on University libraries,

Other Libraries

Most of the Local Government, Public, or private
owncd libraries are managed by committees, The size and
types of the committees varies from institutional point
of view., The duties and functions of the committee are
usually spelt out in the ordinance of the institution.
The names also differ according to the functions alloca-

ted to the committee, Examples are; Executive Committee --

This is where the parent body i.e. the organisation res-
ponsible for the library services delegates a committee
to oversee the activities of the library. The committee
is also authorised to take action on various matters.

Reporting committee - This is where the executive commi-

ttee has to report back to the parent body on any action
it has taken and executed on behalf of the organisation.

Recommending committee - This committee has no executive

power, it can only deliberate on matters and recommend to

the organisation. Advisory committee - This is a form of

standing committee. The tenure of membership is limited

and this committee advices on any issue, but it also serves
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as a channel of communication between the organisation,
library patron and the Librarian. There are others, such
as ad-hoc committees, sub-committees, which are usually
set up for specific purposes.

University Library

In the University the executive work of the Univer-
sity is usually vested in the Council which is responsible
for the management and administration of finance and
property of the University. It also has a general con-
trel of the affairs of the University. There is also the
Senate which is responsible for the academic matters of
the University. The senate is a recommending body to the
Council, The library service is controlled by the deci-
sions of the Council with regard to the finance and
administrative matters generally. But in matters related
to library policy, development and regulations, and also
financial recommendations to the Council, the library is
under the control of the Senate.

In the University, there is a University Library
Committee, The responsibility and functions vary from
University to University but the following is an example

of the general terms of reference, 1t usually appears in
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the University ordinance:

"'1.

2.

5.

Subject to the authority of the Senate and
Council, the administration of the library shall
be the function of the Library Committee.
Appointment to the office of librarian shall in
the first instance be subject to selection of a
candidate by a joint committee of senate and
council and apprcoved by the library committee who
shall forward the recommendation to the senate
who shall report thereon to the council,

The Library Committee shall make recommendations
to the €ouncil relating to the appointment of
administrative staff of the library.

The Library Committee shall review from time to
time the conditions of service of the academic
staff of the library and their functions and
shall make recommendations thereon to the Council,
The Library Committee shall have power to allo=-
cate and spend at its discretion all funds entrus-
ted to it by the Council. The Library Committee
shall prepare a report on the work of the library
each year and present it to the Senate.

The Library Committee shall be responsible for
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submitting to the Council such statements of
financial income and expenditure, and estimates
thereof as may be required.

7« The Library Committee may make recommendations
te the Ceouncil in any matter concerning the
maintenance of the library building. t shall
be the duty of the Senate to report to the
Council on any matter concerning the administra-
tion of the library which in its opinion needs
the consideration of the Council.”s

University Librarian

In the University, the Librarian has the same profes-
sional status as the Heads of other departments. He is
to work continually along side with other members of
academic departments to enable him to have feed-back on
the services of the library. The administration ol the
library and the methods tuéed alv Cue Gibrarian's own
responsibility and he has to decide what to take o the
committee, He can always contact the Vice-Chancellor for
advice on any issue, Furthermore it is the Librarian's

duty to plan and set out the objectives of the library

ST P ——

5., Fundamentals of Library crganisation and administra-
tion by Edmernd V, Corbelt, p. 53,
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.system relating it to the programme of the Unlversity
as a whole. Since there are no set standard of ohjec-
tives, the University Librarian can develop or restruc-—
ture the administrative pattern tc promote eccenomy, and
sound management.
Personnel

The discussions here will assume that the library
has been in existence within the frame work of a Univer-
sity« It has been housed and has its source of regular
income, Now the University Librarian will assume the
role of chief executive., It is an accepted norm that
University Library is not profit oriented but service .
oriented. Therefore, the primary duties of the University
Librarian is to administer, the budgets, personnel and

services in a satisfactory manner. To carry out this

o duty, he needs some elements and principles of management,

These elements have been summed up in the acronym Posdcorb
by Luther Gulick6 - one of the classical writers i.e.
planning, organising, staffing, directing, co-ordinating,
reporting and budgetting. Let us examine how this can be

related to the library services,

6. Gulick, L. and L. Urwick eds., Papers on the Sec,
of Administration, N.Y. Columbia Press 1937,
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Planning

Planning is a continuous process that is used to
anticipate the future and the unforeseeable changes that
come with it. Therefore, in the library, the Librarian
should plan to provide a proper direction for the
library. It is necessary tec plan and to aim at specific
goals and objectives. Thus planning consists of making
decisions regarding possible courses of action in the
light of established missions. The administrative
structure of the library should be planned to reflect
the objectives of the institution and its complex organi-
sational nature. There is long term and shert term
planning. The long term planning should always be
reviewed periodically, since noc one is certain of the
future, certain aspects of the plan can be updated,
deleted or re-thought as the library's priorities shift
or change completely. Short-term plans are usually
related to operational planning, which is, for 6-12
months, All the personnel on supervisory grades should
be involved in the planning exercise, The plan should
be flexible to accommodate future change., In this res-
pect, library plans must remain consistent with the whole

organisation (University). There are several factors
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determining planning but I consider 'environment' as the
most important one, Therefore in a systematic planning,
the Librarian should let the entirc organisation know the
direction, goals and what is expected of the library. It
should further allow the institutions authority to know
all the decisions, commitments and efforts of the library
members.,

Organising

It is after the planning process that a complete
process of organising can take place. Onec will ask what
is organisation here? Organisation is a structure that
provides the system in which people can perform their
scheduled duties., This is to facilitate the achievement
of the goals and objectives. It is the duty of the
Chief Executive (University Librarian) to draw up the
structures, The structure can also be reviewed from time
to time to achieve the best and economic result, I will
remark here that my discussion is on the organisation of
people to ensure good relationship between thems The
executive will proceed with the followinge. Structure
the library into sections or group of sections in a
branch, He appoints thoroughly competent staff to manage

them without friction so that the whole system will
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function like a well-oiled machine. In terms of pure
management, Thompson calls the variocus process of
organising "the complex flow of events which can be
divided into segments that determine the nature of each
individual's jobs."’ It follows that job analyses, job
descriptions and job specifications will be necessary.
These are the statements of purposes of a particular
job, its scope or responsibilities, together with
details about whom the post holder is responsible to.

The same exercise should be extended to the branch
libraries. Any peculiar job will be embodied. It can

be called 'Job Title for Branch Libraries', Job descrip-
tions can be used for reviewing the planning of the over-
all establishment, reviewing the organisational struc-
ture and for job appraisal. After the definitions of
functions for each unit and branch, it is necessary to
accomplish the task with authority.

The Scalar principle and the Hierarchy: Assume that

the organisation has been divided into units, divisions
and branches. The principle of management demands that

there should be one final authority, therefore the

7« Edmound V., Corbett, Fundamentals of libraries adminis-
tration. p. 114,
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authority attached to cach responsibility should start
from the top downward, Thre clearer the line of authority,
the more effective will be the organisational performances
and communication. Henry Fayol described the scalar
principle as, "the chain of supervisors ranging from the
ultimate autheority to the lowest ranks. The line of
authority is the route followed -~ via every link in the
chain by all communications which start from or go to
the ultimate authority. This path is dictated both by
the need for some transmission ard by the nrincinle of
unity of command,; but it is not always the swiftest. It
is even at times disastrously lengthy in large concerns,
notably in governmental ones".8

Unity of command: The organisational structure

should permit that one emplmvree should bhe supervised by
only one head and that head should be made to assign the
job, assess the success. The follcwing organisational
chart is relevant to the above discussions. (Fia.I, p. 26).
Fig. I is a typical example of an organisational
structure. I have discribed the Units with letters A-E,

Assume 'A' is the Chief Executive having Messers B and C

- . A — m—

8« John Taylor Easlick - Henry Taycl - General Industrial
Administration.
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Figure 1. SIMPLE  ORGANISATIONAL CHART
A
B C
D D D D D D j
|
£
E . E \ | E E : E I
¥ ' Y ¥ ¥
KEYNOTE
A Chief Executive
B-C Assistants
4 D Heads of Division /Branches
i E L Heads of Unit
I-_:ii . F

Staff group
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as assistants with B respensible for staff mattcrs and

C responsible for Technical Services, Messers Ds are
Heads of Divisions/Branches while Es are Heads of Units,
The chain of command and direction should follow this
order, from top to bottom. In order to test the struc-
ture of any organisation, the following method should be
adopted.

Principle of efficiency = the structure must not only

be effective but should premote efficiency. Therefore,
every organisational unit must contribute towards the
achievement of the organisation's objectives.

Principle of declegation - there should be limited

authority delegated to middle managers or executives.
Authority to make decisions should be subject to report
upwards to the higher authoritye.

Principle of responsibility - any subordinate should

be responsible to a superior and the superior should be
able to account for the responsibility,
Staffling

This is an important aspect of the Chief Executive's
duty. The library should be adequately staffed to meet
the demands made on her services. There should be right

mixture of qualified staff. The staff can be grouped as
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follows:

Professionals - those with Library Science qualifi-

cations;

Semi-professionals ~ those who are qualified in

other disciplines such as Science, Arts and Engineering
without professional library qualification;

Sub-professional - those with Diploma in Library

Science;

Clerical staff - these include the Library Attendants,

Assistants and others engaged in secretarial work.

In order to maintain the staff, there should be pro-
vision for incentives and motivation. These could
include promotions, payment of allowance, well structured
carecer prospects, opportunity for further education, and
gencral welfare of the staff should be the concern of the
authority.

A staff manual would be appropriate. It should
embody the details of work in each Branch and Division.
On the other hand, a branch or division's manual should
supplement the main manual for the library. It will sect
out the work of individuals in the various units. The
exercise would permit every employee tec know what is

expected of him/her. The greatest advantage is that most
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of the professional staff's time will not be wasted
unnecessarily. Every staff should be treated on merit.
Since this essay discusses the University Library, it
is assumaed that the University authority should have
rules and regulations (Blue print) regarding items such
as probationary period, staff evaluation procedure,
leave in general, procadures for interview, recruitment,
salary structures, fringc benefits and conditions of
service in general, hence these were omitted.
Directing

This is a complex function of getting workers to
perform tasks efficiently. It has bearing on the rela-
tionship between the superviser and the subordinates at
all levels of the organisation. On the other hand, it
is the art of giving ordcrs and ensuring that the orders
are carried out. Taylor and Fayol in their writings
emphasised the importance of workers in an crganisation.
They pointed out that Supervisors had to understand the
workers and study thcir motivations. Directing is a con-
tinuous task of making decisions and giving general
orders and instructions, therefore the supervisor should
serve as a leader not a boss. Taylor and Fayol urged

co--operative and harmonious relationships between the
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two groups. Eminent Thinkers, such as Elton Mayo, con-
ducted series of research on human relations in an
organisation, Thc significance of his studies was that
employers should improve the working environments;
capable of making decisions that affect the staff work
patterns and their behaviour; determine the role of the
informal group., Abraham Maslow in his ceontribution to
management developed five ways of dealing with workers
to make them undertake any direction, i.e. by trying
to satisfy his physiclogical, social, safety, esteem,
and growth needs. The supervisor should also be respon-
sible for training subordinates on specific jobs in the
Unit, The supervisor should adopt his own system of
communication within his unit. The message should be
clear and precise and there should be provision for feed-
back.

Co-ordinating

In any large library organisation, there is bound
to be several work Units/Divisions. Furthermore, there
arc usually few libraries incorporated to the main one
due to several rcasons, The libraries could be located
at a distance but closed to the institutions it serves.

Where it is possible and viable the library building
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should house all the DPivisions/Units. 1In order to
create unity in this huge mass of various activities,

a high degree of co--ordination and integration is neces-
sary both at the lower level and at the top exccutive
levels. In other words, co-ordination is to bring
together all the various inter-related parts of the work
of the library and all the library resources for the
purpose of economy in the fulfilment of the goals and
objectives. 1In order to minimise some work~locad and
cconomise the use of staff, some of the commen activi-
ties could be centralised, such as book purchasing and
processing, administrative personnel and accounts.

Wherc there is a computcrised routince, less staff

should be needed and cataloguing and circulation proces-
ses may be centralised, It will be emphasised that
proper co-cordination will 1limit staff conflicts. It
will also serve as a two way system of communication.
All staff affairs (appointments, promotions, staff
assessments, training etc.) must be co-~ordinated to
achieve uniformity in the personnel division., It will
facilitate staff deployment in term of seniority without

any strong ill-feelings.
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Reporting
This is to keep those to whom the excecutive is
responsible informed through records, research, inspec-
tion and meetings,

Budgetting

Budgetting in the libraries is usually on a yearly
basis, It is the mecans by which the formulated plans
can be carried out., There are several systcms of budget-
ting but the University Libraries in most cases follow
the system of their parent crganisation. 1In the Univer-
sity, the Chief Executive of the library, in consultation
with Library Committec, will make proposals, Library
budgetting is out of the scope of this text but it is
pertinent to state that adequate finance is necessary
for the satisfactory running of any kind of library. No
matter how perfect the system of administration and its
management, no matter how efficient and well qualified
the staff, sufficicnt fund is necessary for the library
operations,
Suminary

The managemcnt theories and principles are not
rigid in themselves. They could be applied to personnel

management in the library system, The application of
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Scientific Management Techniques brought out two impor-
tant trends - specialization and integration of speciali=-
ties into a functional organisation. The prcoblems of
managing people are increasing steadily in any society,
therefore the human relations techniques have great
influence in this direction. It will be ideal for
library administrator to attach greater attention to
personnel administration, co-ordination of activities,
and staff development, The Librarian ocught to sct out
objectives which should direct library programmes and
activities towards achievement of University purposes
€.gs broad statement of Library planncd programmes, a
chart of management structure should be made available

for Divisions/Sub--divisions.



CHAPTER IT

STRUCTURES Or THE PRESENT AHMADU BELLOC
UNIVERSITY LIDBRARIES: ORGANISATION AND
ITS PROBLEMS

INTRODUCTION

The last chapter has discussed how the principles
of management can be applied in the library systems.
Though it does not claim to be exhausive but it is hope
that it will throw light on what co=ordination and inte-
gration of staff affairs entail in an organisation.
This chapter shall cxamine the present situations in
the Ahmadu Bello University Library complex. One princi-
ple element of administration is 'planning'., 1In the
process of planning it is necessary to look into the
past, present and forecast for the future. Therefore,

the origin of each of the library complex will be traced.

EVOLUTION OF THE LIBRARIES

In order to appreciate the evolution of the library
complex, we shall take a brief look at the backqround of
Ahmadu Bello University. The Nigerian government, in

its endeavour to develop education in the country, set

34
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up a Commission on Higher Education in Nigeria, in 1959.
This Commission was known as Ashby Commission.9 This
Commission in its report in 1960 recommended threc addi-
tional Universities in the country to be situated in
Lagos, Nsukka and Zaria to replace the Northern Branch
of Nigerian College of Arts, Science and Technology Zaria,
This exerclse was followed up and the ground work was
donce. The institutions such as Nigerian College of Arts,
Science and Technology, Institute of Administration,
Institute for Agricultural Research and its branches and
also Abdullahi Bayeroc College, Kano, Institukte for Vete-
rinary Research Vom, which were then in existence were
brought together to form the Ahmadu Bello University in
Qctober, 1962. All these institutions had libraries of
thoir own before the amalgamaticon. Therefore the library
complex at the inception of the University in October,

1962 were:

1. Main Campus Shettima Kashim Library now

Kashim Ibrahim Library;

2. Institute of

Administration President Kennedy Library,;

t

3. Institute for
Agricultural
Research

Agricultural Library
9« Investment in Education (Ashby Report), Lagos, Federal
Government Printer, 1960, _
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Abdullahi Bayero College Library Kano - now

Bayero University, Kano

With the development in the University more colleges

and faculties came into existence and the number of

Libraries were increasing.

list of
1.

2

3.

4.

7

8e

It

The following is the present

Ahmadu Bello University Library complex.

Kashim Ibrahim Library -

Agricultural Library -
President Kennedy Library
Medical Library -
Institute of Educaticn =

Library

School of Basic Studies
Library

Agricultural Colleges -
Library

Faculties/Departmental
Libraries

has been stated above that

Main Campus

Institutce for Agricul-
tural Research.

Institute of Adminis-
tration.

Institute of Health/
Faculty of Medicine.

Advanced Teachers'!
Collegesa

Main Campus.

College of Agriculture,
Samaru

this essay is not con-

cerned with the detailed history of the libraries but has

addressed itself to the co-ordinating of staff affairs

throughout the complex.

Since "Administration™ has been

defined as "the organisation and direction of human and
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10 e

material resources to achieve desired ends,”
question of finance will be mentioned whunever it is

appropriate,

KASHIM IBRAHIM LIRRARY

The library is the headquarter and the larqést
both in terms of books stocked, staff, and also the sizc
of the building. It is the seat of the Univorsity
Librarian and his administrative staff. The library has
five main divisions and several units under each divi-

gions {see table 1).

TABLE 1
S g p o A -
DIVI- JADMINISTRA- [TECHNICAL |[READERS {SERIALS [RESEARCH
SIONS 'TION SERVICES SERVICE ISERVICES |BIBLIOGRA-
PHIC SERV,
UNITS {Personnel (Collec- Circula-iKardex Africana
Dept. tion Devedtions
lopment
Bindery Catalo- Informa-{Techni~ |Exchange &
guing tion cal | Pocuments
Coordina~ {Card ProdJReferen-|{Public Audio-Visual
! tors of { & Maint, lce !Service |
:i;gE;Sl_ | Book Fi- {Staff ! Theses &
nishing Training Carrels
& Mending
Depart- Reserved
mental Bock
Libraries

10. John Pfiffner - Public Administration by Tyagi, A.R.
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Organisational Structure

The University Librarian is the Chicf Executive of
this library. He is responsible to the Vice-Chancellor.
There is a University Library Committee that advises the
Librarian on all library matters. The role of this
Committee will be discusscd later in this text., He
administers the library through management team commit-
tees. These committees vary both in membership and
functions. There arc Divisional Management Teams that
comprise of the Heads of the various Divisions and Heads
of component Units. They discuss issues affecting the
work flow of the Divisions and make recommendations on
issues affecting the library system through the Heads of
the Pivisions to the University Librarian. There is
another committee known as (ULAMAT) University Librarian
Advisory Management Team, it comprises of all Heads of
Divisions and Senior Librarians. The main function of
this team is to advice the University Lihrarian on any
general policy matter as it may affect the library., Dis~
cussions may originate from this body or matters be
brought from the Divisional Management teams for discus-
sions and decision, Any decision made will be conveyed

back to the Divisional Management teams for action or
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information. This system of administration is known as
participatory management wl.ich makes the Heads of Divi-
sions Liaison Officers., The advantagces and disadvantages
of this system will also be discussed later.

Relationship with other Libraries

The relationship can be described as one of relative
decentralisation. The branch librarics operate indepen-
dently of the main library, especially in matters concern-
ing day to day administration. There is a high degree
of professional service relationship i.e. inter-library
loans, accepting borrower's tickets of one library in
the other, operating standard indexing of books heolding
in 211 the libraries, Junior Staff Training c¢tc. But
there is a little degree of personnel administration
co-operation and co-ordination. The major problem here
is that the staff in the main library do not feel the
scnse of belonging to the branch libraries and vice-versa.
There is no written policy to determine the extent of
control the University Librarian can exercise within the
system. This also creates poor communications within
the establishment, It has lead to low productivity in
some areas of the library and staff attitude towards work

is becoming quest.’u::n:-.ﬂalvs:.T1

- - —

11. Observaticns made from staff files and records.
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AGRICULTURAL LIBRARY

This is situated at the Institute for Agricultural
Research originally known as Northern Region Research
Centre before the inception of the University. The
library serves both the Agricultural Research staff
members and the Faculty of Agriculture. The Institute
is funded by the Federal Ministry of Science and Techno~
logy and has its own Director. The Institute is autonc~
mous, yet under the Ahmadu Bello University with the same
Vice-Chancellor and Council. The Librarian in«charge is
responsible to the Director in his day to day activities.

Relationship with the Main Library

The University Librarian is concerned only with the
recruitment of Senior Etaff, Other matters such as promo-
tions, descipline, and the staff welfares is the respon-
sibility of the Director in consultation with the Univer-
sity Librarian, Except on the request of the Director
or Branch Librarian the University Librarian cannot
transfer any staff from one library to another. The
recruitment, deployment and skill development of junior
staff are the prerogative of the Branch Librarian and his
Director. The Divisional Librarian is responsible to the

Director and discusses his problems, such as amenities to
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the readers, hours of openings, development of the
libraries etc. with the Director. The Divisional
Librarian refers to the University Librarian for profes-
sional advice. The Agricuiturai Library has a Library
Sub-Committee, responsible to the Director. It has no
relationship with the main University Library Committee,
The Agricultural Librarian attends all the committees
meetings in the Institute for Agricultural Research but
does not report back to University Librarian except if

the matter discussed affects Kashim Ibrahim Library.

PRESIDENT KENNEDY LIBRARY

This library is situated at the Kongo Campus of the
Ahmadu Bello University known as the Institute of Adminis-
tration. It serves the Faculties of Administration and
Lawe. There are few Departmental Libraries such as Centre
for Islamic Legal Studies Library attached to it. Though
the Institute is auconomous, 1t nas aimost everything in
common wWwith the main campus in relations to its library
services and operation, Administratively the Librarian
is responsible to the Director. The recruitment of
senior staff is the University Librarian's responsibility.

The welfare of the Intermediate and Junior Staff

lies with the Kongo Library and the Director. The
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University Librarian comes inte the picture, whenever
there are problems of promotion for Intermediate staff
and Senior staff, lack of fund for purchase of books or
request for professional staff to assist in the library

operations,

MEDICAL LIBRARY

The library is housed in the Ahmadu Bello University
Teaching Hospital premises. It serves both the Faculty
of Medicine and the staff of the Instiltute of Health. 1In
this library, there are two categories of staff. Some of
the staff are appointed by the Institute of Health and the
rest by the Faculty of Medicine. It should be pointed
out that the present Acting Librarian was appointed by
the Faculty of Medicine with the consent of the University
Librarian.

Relaticonship with the Main Library

Here alsco the University Librarian, recruits members
of senior staff but not junior staff. The Intermediate
and Junior Staff affairs is therefore entirely the res-
ponsibility of the Librarian in-charge who is guided by
the existing regulations in the Institute of Health or
Faculty of Medicine (Main Campus). It is interesting to

note that the Institute of Health iz at present autonomous
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and funded directly by the Federal Governmente. The
Librarian here, has divided loyalty which is caused by
the structure of the library. From the interview, it was
learnt that the junior staff from this library cannot be
transferred to Kashim Ibrahim Library except through the
approval of the Institute of Health Director and the
Registrar. Further inquiries revealed that, the Institute
of Health is autonomous from the Main Campus, so the case
of transfer has to be treated as a kind of inter-depart-
mental transfer, li.e., transferring from one organisation
to another different organisation., The major relation of
the branch Librarian with the University Librarian is only
when there is any personal probiem or if the library book
fund is inadequate then the Hospital Librarian goes to the
University Librarian for assistance. There is a sub-
committee of the Library Management, and its membership
is drawn mainly from the Faculty of Medicine and Institute
of Health. The University Librarian or his representative
is a member of this committee, The committee decisions

are binding on the library operations.

OTHER LIBRARY COMPLEX

It was discovered that the administrative set-up and

the problems are identical in each of the University Library
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Units therefore other library complex will be dealth
with briefly., The other libraries are:

(1) School of Basic Studies Library: This came into

existence in 1970 with the inception of the school. At

the request of the Principal, a Library Assistant was
posted from Kashim Ibrahim Library to maintain the librarvy,
The library developed along with the Schoel and it later
became necessary to have a professional Librarian. As a
result, a Library Officer was transferred from Kashim
Ibrahim Library. The Librarian and his staff are respon-
sible to the Principal, since non is a senior staff,

(2) 1Institute of Education Library: This is a com~

plex on its own, Its activities cover development of
Secondary Schools libraries. It alsc provides services
for the Advanced Teachers Colleges, Zaria and Kano,

(3) College of Agriculture Samaru: This is a specia-

lised library that provides services to the agricultural
students all over its branches, (Mokwa, Bakura and Kabba
School of Agriculture),

These three libraries have their own Heads of Depart-
ment, the activities and welfare of the staff lie within

the jurisdiction of their respective heads,
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Departmentsl Libraries

There are several departmental libraries, These
libraries are situated in the varilous departments of all
- faculties for the immediate use by their staff and
students. They house specialised bocks., In fact, they
are known as Faculty/Departmental reading rooms. The
staff of these libraries are members of staff of their
respective departments., Each departments selects a

member of its senior staff to oversee the activities of

“.  the library.

The University Librariam is responsible for techni-
cal szrvices in these libraries, He has his representa-—
tives performing professional services to these libraries.
In case of a large faculty library such as Veterinary
Medicine Library, a full-time Librarian is appointed.

This officer though appointed by the University Librarian
and posted to the Faculty is responsible to the Dean of

the Faculty of Veterinary Medicine,

| SUMMARY QF THE STRUCTURES AND PROBLEMS

"-_In an attempt to trace the causes of the lack of

e

pfober integration and co-operation this paper has looked
into the early days of cach complex and their operations .

up to date. In 1962, when the University came into
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existence, as earlier mentioned, each institution had
its library. With the amalgamation of these institutions,
library operations continued in each complex. There were
no laid down policies regarding the integration of the
libraries, except, that each institution continues to
develop its libraries. At the early stages there was no
problem to warrant the University Librarian to demand for
any policy statement indicating the University Librarian's
authority over branch libraries. The physical ccoperation
and integration between the libraries could be dated back
to 1970, when Mr. B. Armitage who was then Medical
Librarian was appointed the University Librarian. At the
same time, there was acute shortage of professional
librarians in President Kennedy Library, the School of
Basic Studies came into existence the students and staff
population increased all over the campuses, it became
necessary for University Librarian to transfer profes-
sional librarians to maintain these libraries. As a
result of this exercise, the present Librarians of Medical
Library and President Kennedy Library were posted from
Kashim Ibrahim Library. Lack of co-ordination and proper
integration between the libraries have caused the follow-

ing problems:
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Administrative (Formal structures of authority)

There has been no formal structures of libraries'
span of control., The lack of clear lines of authority
could lead to personality clashes between the University
Librarian and the Director/Principals of the Institutes
in some policy matters relating to the library matters
and personnel affairs. It also leads to divided loyalty
of library personnel between the Director/University
Librarian, since there has been no clear definition of
the powers and responsibilities of the University
Librarian vis-a-vis the Directors in each library unit,

Promotions

In the past, members of senior staff of some libra-
ries have experienced delays in their promotions along
with their counter-parts in other libraries. The case
of promotion in Agricultural Library was an example. The
University Librarian had to interfer to rectify the situa-
tion. The Junior and Intermediate Staff cases are rampant
but not much can be done, Very recently, approval has
been given that all cases of junior staff promotion
should go through the University Librarian. This is a

very welcome directive from the Reqgistry.
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Staffing and Recruitment

It has been established that all appointments of
Library senior staff are the responsibility of the
University Librarian. This exercise has brought unifor-
mity in the status of professional librarians. The
recruitment of Junior and Intermediate staff which has
not been centralised has an adverse effect on the stan-
dard of staff of these categories, It further leads to
some discrepancies as to the requirements of each grade
of staff., It does not permit transfer from one library
to ancther. For instance a junior staff member of
Kashim Ibrahim Library wheo resides in Sabon Gari/Tudun
Wada Zaria will normally prefer to serve in either
President Kennedy Library or Medical Library because of
transportation cest but in view of the fact that he/she
secured appointment in Samaru he/she has no choice, If
the recruitment exercise is brought under the jurisdic-
tion of the University Librarian, the potential staff
could have been posted to the most appropriate area and
the burden on his/her part be reduced, The existing
staff could have benefitted. An example affects two
library staff, one of Kashim Ibrahim Library and the

other Medical Library. They are on the same grade and
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salary. Coincidentally, due to family reasons, they
both intend to exchange., The University Librarian sees
nothing wrong and agrees to the transfer but since the
Medical Library staff holds institute of Health appoint-
ment, the Registry refused on policy grounds. This has
to go through the official channel etc. One may ask
here the question, what is the role of the University
Librarian and his authority over the Library complex?

It has also been observed that some library complex
are short of professional staff, School of Basic Studies
Library and College of Agriculture Library each has only
one professional librarian. This has lead to slow
development of these libraries.

Training

The main library organises coursces for junior staff
which are open to all library staff in the University.
This has been working very well and efforts are under way
to organise much higher courses. The only problem here
is for the library authority to raise the number and
standard of the higher courses to enable staff to read
their Diploma in Library Science,

Deployment of Staff

With the existing policy that the Branch Librarian

is responsible to the Director/Principal /Dean, it is
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practically impossible for the University Librarian to
transfer any staff from one library to the other, The
effect of this is that it does not permit free movement
of senior staff and hinders flexibility. For example,
if the University Librarian is away for any reason for a
reasconable length of time, the Deputy University Librarian
should act and another most senior officer should be
called upon to act for the Deputy irrespective of his
station. Let us assume that the Head cof Branch Library
is a Deputy Librarian by rank and the University Librarian
and Deputy were away, due to lack of flexibility in staff
movement, a Senior Librarian in Kashim Ibrahim Library
will be acting, thus the Deputy Librarian has to take
orders or be subjected to the Senior Librarian who acts
as University Librarian or Deputy. This has broken the
principles of chain of command, and line of authority.

It has also lead to limitation of experience on the part
of the staff. It makes the job burdensome and staff
became weary.

Communications

The degree of communication between the library
units is low. The Heads of Libraries meet only once a

term to discuss and are likely to meet again at the
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Library Committee mecting that also meets once a term,
Lack of regular visits on the part of University
Librarian to branch libraries is felt by Heads of Libra-
ries. The membership of ULAMAT which meets regularly
should be made open to Branch Librarians. Since the
Libraries are scattered all over Zaria, telecommunica-
tions system is not reliable, a courrier service would
have been more appropriate,
Finance

This has contributed a great deal to the lack of
co~-ordination, co-operation and integration of the
library complex. Since the libraries are not being
funded by the same institution. Furthermore, interviews
and discussions revealed that the libraries are inade-
quately funded throughcut the complex., This has resulted
in shortages of personnel and essential equipment for
development, Though this paper does not deal with the
budgetting of the libraries but the reason attributed to
the insufficient funding of the library was due to the
fact that non-librarians are left to decide on the
Library estimates, and as a result less emphasis are
placed on the services of the library. If the University

Librarian's responsibilities includes budgeting for all
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the libraries and with the suppert of the Library
Committee, the inadequacy of the funds may be solved.

Library Committee

The University Librarian is represented on Faculty
Boards meetings but Library Committee is the only organ
that links the library services to the rest of the
University administration, The Vice-Chancellor or his
representative is the Chairman while the University
Librarian or his Deputy is the Secretary. Other members
include two representatives from the Senate and all
faculties are represented on the Committee., 1Its main
function is to advise the University Librarian on any
matters relating to the library administration and func-
tions., The defect of this committee is that it does not
possess executive power., The activities of this commi-
ttee will be felt more if it is empowered to make recom-
mendations on certain matters and execute on certain
issues,

General

Another factor attributed to the lack of proper
co-ordination and integration is historically related to
the origins of each of the complex. The Medical Library

tends to have closer relationship with Kashim Ibrahim
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Library because it was established as a part of Kashim
Ibrahim Library to serve the clinical students. It also
shares the same book vote with the Kashim Ibrahim Library.
With the creation of the Institute of Health, its acti-
vities expanded., The other Institute libraries were
autonomous from the beginning. The Librarians are res-
ponsible to the Heads of the institutions they serve,
Therefore there is no feeling of belonging to the Main
Library.

The enumerated problems above have lead to disorga-
nisation of library functions which have resulted in too
much decentralisation that has promoted lack of coopera=-
tion, coordination, ineffective control and poor communi-
cation. All these aspects of administration are ingre-
dients of good management. The University is growing
fast and its library should develeop along with it to main-

tain the standard required of academic libraries,



CHAPTER III

SUGGESTIONS FOR IMPRCVEMENT

INTRODUCTION

It can be deduced from the previous chapters that
lack of proper co-ordination and integration between the
library complex has created some administrative problems.
The origin of the problems can also be attributed to the
evelution of the library complex. It appears that during
the amalgamation of the Institutes, to the main University
there was no "blue print" for the merging of all the
libraries. There was no clear definition of the University
Librarian's authority over the libraries of the Institutes
except an understanding that the University Librarian is
the statutory head of library services, The library
operations have been steadily growing along with the expan-
sion of the University, in terms of staff, students and
physical development,

ADMINISTRATIVE STRUCTURE

It is observed that the relationships between the
main library and the branches can be described as a loose
federation. Administrative problems do occur in any large

54
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crganisaticn therefore it is not peculiar to Ahmadu
Belio University Library services. Now I intend to
suggest some sclutions. There are two principal systems
of bringing all the libraries together (1) by way of

Centralization and (2) Decentralization and Deconcentra-~

Lion. To explain these terms in brief; ‘'Centralization®

means delegation of authority, or sharing of responsibi-
lities of an organisation, on geographical or cultural
basis, which could be done either by deconcentration or

devolution system, 'Devolution' means giving authority

to administer and execute policies with or without
reference to higher authirity (e.g. Local Government

' system as a third tiers of government) is a good example.

- ‘'Deconcentration' means delegation of authirity to the

departmental field units or states etc, With the pracé-
tise of a democratic system in most natlions of the world
'.today, centralization system appears to be too authori-
tarian. Therefore the author suggests 'Decentralization
with Deconcentrated system. (See Figure 2,.page 56),
Therefore let us examine the situations at the

Kashim Ibrahim Library (KIL). It is the papers opinion
that once the situation in the headquarters (KIL) changes

it will reflect on the branches. In order to be brief
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and explicity, T will discuss Kashim Ibrahim Library
using an organizational chart (Fig. 3, page 56),

F1Ge. 3: ADMINISTRATIVE STRUCTURE BEFORE JULY 1976

Fig. 3 represents the operational system in Kashim
Ibrahim Library before 1976 when the library moved into
the present magnificient building. There were only four
major divisions then, excluding the Bindery. The build-
ing had small area around which the University Librarian
could go in less than thirty minutes. He therefore,
supervised the whole library operations personally.
Though Heads of Divisions were appointed te give him
first hand information regarding any incidents. He was
more exposed to the readers compared with the present
practice. The relationships of the Branch Librarians
were very cordial and they met informally to discuss
problems. This was because the University Librarian had
a saying in the rocorullnmiil  xeivcise or pesting from
Kashim Ibrahim Library to the respectives Institutes
Libraries. The system of administration at Kashim
Ibrahim Library was more or less traditional in nature.

In 1976, Kashim Ibrahim Library moved to the new
building and a new organisational structure chart was

designed. Though it has been slightly modified but the
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pattern remained same. (Fig. 4, page 59).

F1G, 4: ORGANEﬁATIONAL STRUCTURE COF KASHIM IBRAHIM
"LIBRARY

The major criticism of this organisational structure
is that it failed in taking care of the branch libraries.
Although there is no formal planning for other complex,
no one is to blame. The administrative patterns then
changed to participatory system. This is a system whereby
everybody shares in the responsibility of decision making
and execution. There is no universal accepted system of
management and no one system is perfect hence it is felt
in this paper that the participatory system could have
been adequate if only there are few principles of manage-
ment embodied in the system. The system in Kashim Ibrahim
Library requires the following principles to be written
and spelt out (1) proper channel of communication;

(2) Scalar principle of authority, principle of unity of

command and discipline.

COMMITTEE

Kashim Ibrahim Library has adopted a participatory
system of management and instituted several management
teams, It is observed that these committees meet too

frequently thus using up most of the working hours of
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the participants. The subordinates in turn are left
unsupervised for longer periocd. It does amount to
negligence of duty and promotes inefficiency. The com-
mittee system could be restructured to reduce the number of
the committees. At present the major ones are:

(a) University Library Committee,

(b) University Librarian Advisory Management

Team (ULAMAT),

(c) Periodicals ServicesManagement Team.

(d) Reader's ServicesManagement Team.

(e) Technical Services Management Team.

(f) Research and Bibliographic Services Management

Team.

There are several other standing committees on various
aspects of the library activities. The membership ranges
from Library Officers to University Librarian. The impli-
cations of this exercise is that it raises the morale of
the line-staff in general and thus reduces the principle
of authority and control. Suggestion about this will be

dealth with in the succeeding paragraphs,

THE PROCESS OF ORGANISATIONAL CHANGE

From the availlable records and discussions with the

Deputy University Librarian, it is evident that the
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library'authority is in the process of working out a
better system of co-ordination and integration of all
Ahmadu Bello University Libraries. It has been learnt
that the University authority has recently given the
‘green~light!' to the University Librarian to work out
solutions to these prevailing problems, It is hoped
therefore that the foregecing suggestions might assist the
University Librarian in his submissions.

Fig. 5 shows Ahmadu Bello University Library complex,
it is therefore essential that the Divisions/Branches
should have their own internal administrative structure.
I shall discuss the above structure with some elements

of management.

PLANNING

Fig. 5 shows that Directors/Principals, the Univer-
sity Librarian, the Library Committee are responsible to
the Vice-Chancellor, This is in order with the University
Ordinance. The University Librarian by statute is, the
Head of all University Libraries, The Library Committee
will then serve as his channel of communication to all
the Institutes/Faculties., 1If this 1s to serve this purpose,
the terms of reference of the Library Committee should be

amended. Also changes in the categories of its memberships
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are necessary. Since the committee meets once a term,
the Director or his Secretary and not any one below
should be a member. The Faculty representative should
attain the rank of at least associate Professor/Senior
Lecturer. Greater importance should be attached to the

decisions and recommendations of the Library Committee.

ORGANISING

This is a great task. Here the University Librarian
is regarded as a supervisor whose role in the organisa-
tion is that of a linking pin. He is a supervisor in the
eyes of his subordinates (Divisional/Branch Librarians)
while he is also subordinate to the University authority.
He therefore needs to maintain a balance., To begin with,
he needs to draw the attention of his counterparts in
the branches/divisions. Then next, he has to brief them
on the importance of their co-ordination and integration.
In fact, the author suggests that the University Librarian
should meet first with them, discuss his plans and program-
mes, then followed up their agreement. According to
Henry Fayol, what makes a leader effective is what he
does, how he communicates, gives directives, motivates
people, delegates duties and how he resolves conflicts

between individuals or groups. The second part of figure 4
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shows the University Librarian and his subordinates.

The University Librarian in the centre with two assis-

tants responsible for Technical (Branches) and administra-

tion respectively. The author has used the scalar princi-

ple of authority and recommends as follows:

University Librarian -

Senior Deputy Librarian

Deputy Librarian -
Senior Librarian -
Librarian I -
Librarian II -
Assistant Librarians -

Higher/Library Officer =~

Planning and

Controllinge.

Co-ordinating and Inte-

grating.

Head of Libraries/Divi-

sions.

Heads of Sub-~-Divisions/

Units.
- do
Supervisors.
- do

- do

I have discussed arrangement in details

1 of this text and I do not intend to repeat

a few remarks on the above will be necessary.

in chapter
this. But

I have

tried to attached responsibility to each of these grades.

I must emphasised that this is my personal experience

from the administrative points of view.

In order to

maintain a hierarchical structure of authority, a
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distinction should be made between the positions that
make authority and the persons who occupy them. Autho-
rity exists apart from the particular persons who hold
positions. It is therefore, recommended that authority
should be limited to a position of Librarian I who might
possess both experience and technical know how of the
library. It is also adviceable that when the organisa-
tional structure is being drawn-up and responsibilities
to each position is written, it should allow little
flexibility because if it is too rigid, it will not be
able to adapt to any changing events that may occur in

future.

STAFFING AND RECRUITMENT

The present system of recruitment is alright. How-
ever, recruitment of all categories of staff, (Junior
and Intermediate) should be through the main library,
It will not only bring uniformity in standard but also
make the University Librarian aware of any existing
vacancies in the complex. It normally takes time before
advertisement and recruitment are made, therefore where
there is any pressing need for immediate replacement, the
University Librarian can deploy staff to that area of

need, The problem of finance will come in at this stage
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but will be discussed under budgeting. The process of
deployment should also be extended to senior staff.
When there 1is any vacancy of higher grade in any of the
complex, the existing staff should be considered on merit
and transferred to that area. The advantage of this
exercise is that less money will be spent on advertise-
ment which can be reduced teo once a year. To explain
this further, assume the University Librarian is on leave
of absence, the next officer in order of seniority should
be called upon to act in respective of his service sta-
tion. This is in line with the principle of scalar of
hierarchy.
BUDGETING

It is understood that the University Librarian is
expected to defend library budget which he is not invol-
ved in preparing. This is a proper area for the Univer-
sity Librarian to involve himself (prcparation of estima-
tes for all the complex)., He can also co-ordinate the
estimates and submit them for approval, as "Ahmadu Bello
University Library complex Proposal Estimates®, When
approved, the University Librarian, through the Library
Committee should requests that all the Institutes should

send in the amount approved for their respective library
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services to the Bursar. He can then spend the money
through the Bursary Department. It is realised that,
although the exercise looks simple but it is not so in
practise. But if the University Librarian makes his
programmes, i.e. his goals and cbjectives known to the
University authority, something in this direction could
be achieved., It all reguire a planning programming and
reporting.

COMMITTEES

As earlier remarked, there are tooc many committees
in the Kashim Ibrahim Library. Some of these committes
should be desolved. The membership of the rest should
be extended to cover other complex. Through the exten-
sion of the memberships to the complex, proper integra-
tion will ensue and valuable decisions will be obtained.
The following are standing committees in Kashim Ibrahim
Library.

Standing_Committees

1. University Librarian's Advisory Management Team
(ULAMAT), Memberships comprises of Heads of Divi-
sions and co-opted members. (Senior Librarians).
Headed by the University Librarian, it meets every
fortnight. It is the highest policy making body in

the library.
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Technical Services Management Team - made up of
Heads of Units in the Division and the Deputy
University Librarian. The Chairman is the Head of
the Division., The main function 1is to advise the
Heads of Division and discuss problems affecting the
Division. The frequency of meetings varies.
Research and Bibliographic Services Management Team -
The composition of membership and functions are
identical to the above.
Periodicals Services Management Team and
Readers Services Management Team. These are Divi-
silonal Management Teams and the membership and func-
tions are the same.
Building and Grounds Committee - Made up of the
representative from each division. It is headed by
the Deputy University Librarian. The main purpose
is to take care of the library building and its
envircenment,
Publications committee - It handles Kashim Ibrahim
Library publications.
Research Fund Committee. It recommends staff members

who will receive grants to pursue research,
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9. Bindery Committee. It sees to the smooth running
of the Bindery.

10. Orientation committee - It handles orientation
programmes.

11. Computer Committee - It sees to computerisation in
the librarye.

12. Catering Committee - It sees that essential commodi-
ties are purchased and re-sold to staff.

13. Ad-Hoc Committees -~ These are set up as the need
arises e.g. Editorial Board Committee; Statistics

Committee, to look into specific problems.

Committee I - ULAMAT

The membership should include all Heads of Branch
Libraries, With the inclusion, the membership will rise
to 12 or 13. This is a reasonable number and there is
no need of co-option. In view of my previous recommenda-
tion, all the members will be of Deputy University
Librarian status. It may not be the case at present but
eventually it shall come to be,

Committee 2-5: Divisional Management Team

All the branches should be encouraged to initiate
this system. It enables the Head of Division to know more

of his people., It serves as a medium of 'feed-back'. But
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there should be limited times of meetings. If it is
professionally viable, members from other branches per-
forming identical functions should be co-opted.

Committee No, 6 -~ Building and Grounds Committee

The author cannot see the purpose of this committee.
The question are (1) Why do the Library authority employed
Building Caretakers? (2) What is the duty of the adminis-
tration if it cannot liaise with the Estate Department
which is responsible for maintenance of the building. The
University Librarian should check and decide.

Committee No. 7 - Research Fund Committee

Why should any committee recommend anyone to benefit
from certain grant., One tends to ask the question. 1Is
the University Librarian and his Deputy not capable of
deciding the importance of any research suggested by
members of staff? Admittedly the University Librarian
intends to play fair and may not like to be held respon-
sible, can't the ULAMAT that meets every fortnight decide
this simple case? Library autherity to review the position.

Committee No. 8 - Publications Committee

The membership should be extended to the library com-
plex. All A.B.U, Libraries publications should be handled

by the committee., This will be more economical and save
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the time of those responsible for publications in other
branches,

Committee No., 2 - Bindery Committee

The author cannot see the usefulness of this com-
mittee, He wonders how a committee can run the affairs
this department., The Head-Binder is responsible to the
University Librarian as well as other Heads of Divisions,.
Should things go wrong, then the University Librarian
should make the Head-Binder to give him reports from time
to time as he may deem fit.

Committee No. 10-12

The University Librarian should look into the func-
tions of these committees and review their positions,

In addition to the above comments, it appears that
the committees had taken most of the administrative res-
ponsibilities. The author is prompted to ask the gues-
tions "What are the responsibility of the administration
in the library? apart from carrying files, and sending
letters to and fro respective Units of the University?
What policies actuall originate from the University
Librarian's office? I am therefore suggesting that most
of the committees be desclved and give their responsibi-

lities to the administrative staff. According to
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President Teasdaleiz

of University of North Central State
University in his address o the Deans and members of the
Faculty "Gentlemen®", he began, "we have far too many
committees at North Central State University. There are
committees at the University level, there are additional
committees within each of the colleges, and departments

utilize committees for a variety of purvoses. Far too

many people spend far too much time sitting in committee

meetings not really achieving anything useful. The cost

in salaries and lost time is far too high in the light of

the existing budgetary situation. Too many administrators

appear to be using committees to escape responsibilities,

We have committees doing things that a good departmental

secretary should be doing. Don't get me wrong, I think

committees can serve a useful purpose in resolving inter-

departmental conflicts. But too much is tooc much. Gentle-

men, let's take a lock at our committee structure and see
what we can do to reduce the number of committees in this
University. We also need to take a good lock at what we
do during committee meetings. For example, how many of

you or your department chairmen develop agendas for your

12, H.H, Alberts, Principles of Management Modern approach
4th ed.
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meetings? How many of you give thought to the kind of
subjects that should be considered and seek to direct
the discussion into appropriate channels? Another thing
is that there should be time restraints sc that faculty
members do not spend hour after hour in what to them must
be a complete waste of time., 1In my opinion, the function
of administration in a University is to give people as
much time as possible to perform resecarch and teaching
functions., We're really here to serve the faculty rather
than the other way around, so let's begin to administer
and reduce the amount of time that faculty members have
to spend going through needless motions. We don't have
to have a committee meeting every time we want to buy a
few waste-baskets or hire a new secretary. Every depart-
ment and college in this University can effectively use
committees to make policy, but after policy is made, it
ought to be administerced by the deans and the department
chairmen. Another thing is that we should delegate when-~
ever possible. I have seen deans doing things that a
secretary with a high schocl education could do. There's
too little dynamic administration around here and too
much fiddling arocund with the insignificant. I want each
of you to report to me on this matter at the next regular

meeting. Discuss it among yourselves, Discuss it with






