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MONDAY EVENING SESSION 

January 30, 1956 

The Council Steering Committee of the American 

Library Association Midwinter Meeting convened at e1g..."lt thirty

five o•clock in the Grand Ballroom, the Edgewater -Beach Hotel, 

Chicago, Illinois, with Miss Lucile Morsch, Chairman of the 

Committee, presiding. 
; , ) 

CHAIR!'VIAN LUCILE M. MORSCH: This, as I assume you 

/ all know, is an open meeting of the American LibrarJ Association 

Council Steering Committee on implementation of the management 

survey called rather late and consequently not on the program. 

I feel very gratified that this many memb~rs of the 

Association were able to be here for this. It wae impossible 

at the late hour at which we decided this would be a good 

thing to do to schedule it with1n the Tuesday to Friday 

schedule, ~~ we wanted to have an opportunity to answer some 

of the questions that would be in many people's minds before 

all of the various division and other group meetings devoted 

to the discussion of the report or the American Library 

Association reorganization took place this week. 

We thought that you would all have had an opportunity 

to read the report because of the t<~ide distribution that we gave 

it two weel<s ago. However, unless you had the time and the 

inclination really to study it, it would be probably desirable 

to have a chance to find out just how well it had gotten across, 



what questions you had, and so we asked Mr. Mead to come 

tonight to make an analysis of the report in the light of the 

management survey to see to what extent he thought we had 

gone along with the spirit and intent of the survey# to what 

extent we might have deviated from it intentionally or 

unintentionally. 

Before I turn the meeting over to him, however, I 
: . } 
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want to tell you about a few changes that the Steering Committee 

bas already made in the report. 

As you read it, you saw that this was not intended 

to be the report that we will be making to the Council on 

Thursday night. 

The intention of putting this out in advance was not to 

let you know what our thinking was at the time or the prepara

tion of this report, but to let you know that we were trying to 

keep open minds on a number or things until you had bad a 

chance to see it, to think about it, and to let us have your r& 

actions. 

We also have worked under as great pressure as we 

have been able to because we thought that it was your wish that 

the survey be implemented as soon as possible. Consequently, 

we put out this preliminary report before we were entirely 

satisfied on some points, and knowing that we would want to 

have another meeting to settle some details. 

This, we have done, and as a result we are ready to 



tell you about a few changes .• 

I won 1 t go through the report line by line to 

tell you what the changes are 1 but Just in general explain 

that in regard to the machinery for nominating members of 
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the general assembly, we agreed that we had given the 

Nominating Committee too much power, and we had given the 

divisions too little opportunity to name their representatives 
.. ) 

in the general assembly .. 

We had been looking to the recommendation of having 

the divisions suggest the people to the Nominating Committee 

to be nominated, but the Nominating Committee would have the 

f'inal saying or which one or those suggested would be put on 

the ballot was made because we were trying to carry out the 

recommendation of' the management survey that the general 

assembly should be more widely representative of' the 

Association and the other recommendations you will remember 

about it. 

However, in further consideration, we have decided 

that the divisions should nominate ratb.er than merely suggest 

the names of their representatives in t~e general assembly, 

but to keep the provision in the preliminary report that the 

election shall be by the whole membership. 

We also decided to eliminate the alternates entirely 

so wherever there is reference to alternates, we deleted this. 

Now, just a word to explain how that came about. We 
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have had a good many proxies serving ln the place of members 

of the Council. This~ evecy one agreed, tias bad because 

people came up prepared to act as councilors. In order to 

have an informed substitute, when it was necessary to have one, 

we had considered this alternate system. 

On reconsideration we have decided that was looking 

back to the days of the Council, not ahead to the reaponsi-
.. ) 

bilit1es we were puttlng on the general assembly, that here we 

expect the members to be a more responsible group, to make more 

of an effort to get there, and that we believe that with a 

group as large as approximately 200, the assembly being about 

the same size as the Council, it would not be necessary to 

have either alternates or proxies. 

A second change 1-s in respect to the Executive Board .. 

We had recommended in the report that when a member ot the 

general assembly was elected to the Executive Board, he 

would stay as a member or the general assembly because all of 

the Executive Board are to be members of th.e genera.lassembly, 

but that his place would be filled in the same manner in which 

his election took place at the next election. 

We realized it would be a year lapse in there, but we 

had an alternate who could step in. In throwing out the 

alternates_. we reeonsidered this and decided that it was 

better not to replace him ~~til the expiration of the term 

for which he was elected to the general assembly, even though 



this might mean that having been elected to the Executive 

Board, for a four-year term~ his time in the general assembly 

would be extended. 

He r!lould then becane an ex officio member of the 

general assembly at the time that his term for t1hich he had 

been elected to the general assembly expired, until the term 

for which he was elected to the Executive Board had ~xpir~d. 

In regard to the associations and councils. we 

explained that there would be some overlapping between 

associations and councils that would be taken care of by the 

groups formed as a result of dual membership, that is, the 

groups of people represented by the dark shaded areas on 
' 

thfit -ar~nization chart that was attached to the report, and 

we said but we had not worked out clearly enough how these 

g~oups would function. 
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We have now agreed that these groups would function 
t'l 

_,lither as interdivisional committees or as sections of the 
'{ j. councils. 

;~ I 
,_-. /1 

./' !:1 

fj if 
/ f 

iF / 
] f ,: ' /; 
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, I 1 
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This means that the councils might be subdivided into 

sections by type of library if' they have any need for such an 

organ1zat1o4# but the associations would not subdivide by type 

of activity. The reason tor this being to keep the activities 

or· each group,. the resp.:>nsibility for the activity or each 

group, in a single channel. 

I think this will come out more clearly as we go along 
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if wa don't understand it right now. 

!n the councils the preliminary report deviated from 

one of the recommendations of the management survey by 

recommending that a single council be established tor the 

acquisitions and cataloging and other technical services. 

Since this was reproduced~ we have agreed to go back to the 

recommendation of: the management survey ~dth a separate council 
.. ) 

for acquisitions and resources and another for cataloging 

and classification .. 

Just one more word before I turn the meeting over 

- to Mr. Mead 1 and that is ln regard to terminology. 

We hope that none of you will be disturbed by 

terminology in the report,.. 

If you don't like the name that we christened your 

division with, it wasn't with any intention or exercising your 

will. We think that every division should have a chance to 

choose its own name. The names of committees .should be etu.d.ied 

by the Committee on Boards and Committees, and ;;i:: ha.ven•t 

tried to go into this. 

We have merely used either present names or names that 

came out in the management survey. The only place where we do 

intend to make a recommendation in this respect at the present 

time is in regard to the use cf the name ~rcouncil. '' 

There has been considerable discussion ot the use of 

the word "Council n for divisions by type or activity. lt has 
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been a very useful thing for the committee, and I am sure for 

every one studying the reorganization to get clearly in mind 

the difference between the two types ot divisions i~ the 

association that will be available tor membership, one by type 

ot activity. the council type and the other type by library 

type called associations in the report. e think that this 

terminologr , however useful it has been in the study of 
; . ) 

reorganization, is not something that needs to be perpetuated 

in the names or the divisions or used in any way.. In other 

words, if one of the councils wants to call itself an 

association, it should have that right, that all ot the 

divisions should be able to decide on tne·ir own names. 

However, we all agree that the ord "Divisions " 

does clearly represent the status or a division in the American 

Library Association, and tbat it that word ITDiv1s1ontt does not 

appear 1n the name, it should be used in conjunction with the 

name as the ACRL_. tor instance, now calls 1tselt an Association 

or College and Reference Libraries, a Division of the American 

~brary Association, to make this relationship clear. 

If', then, the word 'Council" is not to be reserved 

tor a type of division, in the opinion of the Steering 

Committee there would be no reason not to retain it tor the 

American Library Association Council rather than to call the 

Council a General Assembly. 

There was also some tear among some ot our members--
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I don't mean Steering Committee members, but the Association 

members- - the term 11General Assembly 'f would be contused with the 

general membership meeting because it is often so used. 

I am going to ask., however, that in our discussion 

tonight -- and you probably will agree that it would be 

desirable for the d.iseussions throughout the week--to stick 

to the terminology that appears in the management survey, , 
'. ) 

and the preliJP1nary report,. because I think you will all agree 

we wi.ll know wha.t we are talking about better if' we talk 

about the general assembly, the councils and the associations, 

and especially because we want to emphasize the changes that 

we are making in the general assembly that are not just change 

of namel' but I think for this presentation, and because you 

will be referring to the survey report and to the preliminary 

report, it would be well for us to continue on with this 

terminology. 

I will now turn the meeting over to Mr. Mead and 

at the conclusion of his presentation,. we will have time for 

some 11tn1ted discussion.. I warn you that it will have to be 

limited because I know it could go on until tomorrow morning. 

We won't be able to answer eve17body 1 s questions on every

thing, but after all, that is the reason you are having all 

these meetings all this week. Mr., Mead,. [Applause] 

MR. STATFS MEAD: First, I would like to say that it 

is very n.ice to be here in your midst this evening again this 



year after having been privileged to be with you at your 

midwinter meeting last year and at your annual conference. 

I would like to address a tew words to my role~ as 

I see it 6 as your consultant in this instance .. 
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Following the action at Philadelphia, your Executive 

Board saw tit to, you might say, keep me within reach. I 

think that tnere was a little malice of f'orethougnt here 

because, after all, this meant I had to stick around am ;·race 

tbe headaches I gave you, [Laughter] but I think they 

recognized that the"proof or the pudding is in the eating," 

and although the pudding looked very nice, you have to dig 

into it. 

Your Steering Committee has dug into it~ and thera 

are some problems that have to be taced and some interpreta

tions that are required, and as they have _gone more deeply 

into many of' the areas, that the survey could only, you might 

say,scratch, it behooves tne to f'ollow with them their excursion 

into these areas, and attempt to interpret and continue the 

thinking that was established in the basic survey to the 

depth ot the additional study that they have ~de. 

I em not unhapPY with this continuation even though 

1 find a great many problems that must be faced 1n resolving 

the details~ I am not unhappy because first~ I am very 

personally interested in your association, and in this problem 

that you have tackled. 

----------
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Secondly, I have such great confidence in the basic 

principles which you have adopted and in the capacity of 

your members.; and in particular, your leadership in the 

divisions and the American L1bracy Association as a whole~ to 

apply these principles suceesst'ully, given tbe time and 

opportunity to do so. 

So I am here,. and I might divert a little, to say 
;,) . 

in spite of a change in my own status. When I was aere last, 

I was engaged in the professional consulting area or our 

f"irrn• .s work, and today I am engaged in the internal JJJanage-

- ment ot our own firm because we found that we had. grown a 

good deal like TopsJ!.. [Laughter} The shoemaker's child 

\•,;as surrering, and so we directed one or our principles in 

the f:l.eld of our consulting work to the internal administrative 

management planning in ou.r own firm, and tbat is what 1 am 

doing now except for such demands as a very valued and 

enjoyable client as the Ameri6an Librar.y Association calls 

for my services .. 

I might say also that it was a break, personally, to 

step out or the great traveling that is involved in the 

professional consulting area of our firm, and that played 

a ,little part in my willingness to get into these headaches 

inside of our own firm. 
' 

Now, as I see IllY role,. it 1s not to explain the 

basdc 1~port. That uas done, and by your action the basis has 
' 
\ 



been laid almost, it seemed, unan1110usly for action on it. 

I am not here to justify or to sell you the 

Steering CoB1ttee•s preliminary report or its continuing 

revision through the week,. as Miss Morsch has explained, nor 

to sell you lilY views on their report~ but merely to give them 

to you for your consideration. 

I would endeavor to provide an obJective analysis 
. ,) 
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of this report to check its interpretations, to advise them, 

as I have had some opportunity to, and to advise you here, and 

at any time through to Thursday night on any matters related 

to the basic study or to their report. 

1 had an opportunity at the r e quest of ASL to be 

with their .Execut1 ve Board at their tDeet1ng this afternoon 

tor that purpose, and am scheduled to do the same w1 th the 

ACRL and the HID and will be more than happy to accept any 

other requests for such attendance. 

I think in this way I can aid in your arriving at a 

continuation of the progress on this course you nave set toward 

implementation of an improv~d organizational relationship 

throughout tbe Association. 

In ·the Armed Forces and 1n all milt tary, naval, 

Air Poree planning, it 1s necessary that a plan, any course 

o£ action le$.d1ng to a plan for decision, be suitable# 

feasible, and acceptable, and that is the problem that you 

are faced with here, is to develop the details ot your management 
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plan in a way that continues its suitability as I thought# 

and as you agreed to your needs, to continue that suitability 

to retain its acceptability and to in all events to 

continue its feasibility. 

I am going to present a few slides simply because 

it is a means of outline or guide to the discussion I would 

li.ke to otter. 1 • .ze will stop in the mi.ddle of them because 
: . ) 

there we are going to discuss tbe basic report pl"oper~ and I 

would like to just discuss it without any further indeXing. 

This \'lill be informal. I don't consider this a 

formal presentation, and 1 hope you will treat it afterwarCls 

with your questions and answers as informal diseussion to 

clarity current tbinlring and to provoke more thinking where 

more thinking appears to be needed e1tber on your part or 

mine. 

[Slide l This is an index to the presentation. 

Briefly., I would like to summarize the problems that tJere 

identified by the .survey and the solutions . :recommended, then 

to make a few introductory comments with respect to the 

Steer'ing Committee •s role and its approach. as I s~w 1t, 

then to get to the core or the evening•s presentation which is 

an analysis of the preliminary report of' the Steering Comml ttee; 

and then to conclude w1 th l->espect to this report and to offer 

a few over-all considerations for your thinking in taking 

action on the Steering Comnitteers report. 
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[Slide] The reason for sugges t!ng a summary ot the 

p"roblems that were identified again is that .I think at the risk 

ot being a little rep1t tious., we would dwell for a minute on 

the circumstances that you wish to improve upon because unless 

you have 1n mind clearly what you were seeking to solve 1n 

the way ot your problems and bring improvement to,_ I am sure 

you will lose sorae of the purpose and resolve tbat you 

will need to take necessary action. 

This is a very natural tendency, and of course, when 

time passes over a period that it has since you have last 

addressed yourself" to the survey report proper, it is a good 

idea. 

As you will note, we have Just sUJI'IDClrized these points 

with respect to the survey.. We found an increasing tendency 

to divide and subdivide in such a way as to destroy the unity 

essential tor the successful pursuit or the broad common 

objectives ot tne American ~brary Association. 

We found a lack of a central governing body an d . 

operating top management suitably representative. The 1 ck ot 

a clear definition and a sound integration ot the responsibility 

and authority throughout tbe organization. and an inadequate 

delegation of authority and responsibility for tne simple 

reason that what you could not define,you could not delegate, 

and insufficiently incomprehensively organizational framework. 

one that had gaps tbat lett areas unattended,. and yet aJ>eas in 



which librarians were interested, and inequitable and 

unnecessarily complex dues structure and a lack ot program 

evaluation and a sound scheme for utilization of your tunds. 

It certainly 1s true that despite favorable 

circumstances in some areas, those could be anticipated as 

perhaps temporary in the race of a long term, and in effect, 

your fiscal seas might be a little choppy ahead. 
;. ) 

This was disturbing many ot your members, as you 

know. 
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Mow, the basic element or the planned solution with 

tirst and foremost a reorientation or membership viewpoint to 

give greater emphasis to the American Library Association as 

a single organization and to its broad objectives in which 

all members have a common interest. 

Now, without this orientation Viewpoint, your 

members individually or collectively are not going to be able 

to resolv the problems that your Steering Committee has 

addressed itself to in working out details, and that you have. 

many ot you, addressed yourself to, and that we discussed · 

thia morning in a meeting, and that you will be discussing 

this evening. 

The premise for it all 1s this reorientation of 

viewpoint and the assumption that others throughout the 

organization will b,ave the same reorientation. Secondly# a 

simplified, logical and clearly defined organizational framework 
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within which t ere is a strong and representative central 

governing body, and also !thin which there would be a suitably 

compre ensive scheme ot divisions and other units, and at 

least, a dual toc1 ot ber int rest among divisions as 

between type of library interest and type ot work. Also • a 

more complete and deeper delegation of authority throughout 

this organization and an integration of the responsibility 
;, ) 

between organizational levels meaning tha those having 

responsibility tor the government or activities 1n a division 

ould share in the government ot the association and vice versa~ 

you might say. A sound provision tor program evaluation and an 

unidentified headquarter's organization that would serv each 

ele nt of the rican Library ssoc1ation. 

Thi.s ould · lso be an organization w1 thin which all 

facets of library work then could find representation and an 

organizat1o 1 torm 1n accordance with the express d me ber 

interest, not just as perhaps leaders might think 1t should be 

set up. but rathe~ or when it should be set up, but as the 

members so dictated by their interest, and also would be one 

within which the competenc and the experience and tbe 

Judgment which is present among the American Library Association 

members ay serve ost etrectively the objectives ot the 

Association. 

The elements also included a recommended s1mpl1ticat1on 

and readjustment .of the dues structure~ nd a recOJDmendation 



relative to the distribution of funds for use on the basis 

of.' need governed in part by the over-all objectives of the 

American Library Association and in part by the special 

inte1~sta of its component groups. 

So much f"or tha.t little revie~f. 

The Steering Comm~ttee•s role and approach. 

I would like to say tnat the Steering Committee 
.. ', ) 

identified itself as a creature ot tbe Council which jS, as I 
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remember, from your Philadelphia ureeting" quite correct. They 

are reporting to and Qlaking recommendations for action to the 

Council and keeping the Executive Board informed • . 

I think that the pr1nciples or the survey which 

tle:re adopted by th.e Council witb the :foundation point from 

which the Steering Committee embarked, and tbey sought to plan 

the impleQJentat1on of the recommendations_, it endeavored 

to spell out tbe implications of these recommendations, to 

interpret them, and to define them where derinition was neede4, 

to amplif'y them, and in some instances to revise them i~bere 

it was nece..ssacy to do so, and in all instances to translate 

or to make tb.e start at a translation of these recommendations 

to a course of action. 

They were not inhibited by the details of the survey 

report., and I am very glad of that because our details, as we 

said, in Philadelphia were subject to not only amplification, 

but to revision. 



They were properly inh1b1 ted by the pr-inciples-' and 

the cDncept that your Council approved and adopted. 

They stayed within the spirit or it~ as I ae~ it.

and I think they set up the 1n~rpretat1ons within the over-
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all ground rules, and they have plal'ln$d the application ot those 

ground rules in terms of spe~iric aet1v1t1:es and relat.1onshipa. 

Now" the survey, .I can say with rrarumess~ did not 
;, ) 

endeavor to spot all ot" the organizational elelaents,. 

pat:ti.cul1\lrly the c .atmi ttees and round tables and perhaps even 

the boards with surety as to their proper pos1 t1on . in tbe 

recommended new organization, and it was lcnown at that tiUIEJ 

that your own group with greater knowledge or these activities 

than we eou.ld get during our sur-vey and with more time to 

consider the !"unctions of' these activities in the light or 
the over ... all strv cture_, ~cOJJJaend<Jd would d.o a better job or 
working these ~tails out. Therefore, they have clal"if'ied a 

good deal of this aru:l ca:rri.ed 1 t further, and the revisions 

they nave made in this respect are quite in keeping with the 

spirit ot the survey. 

I think the approach was excellent.. certainly 

th.e.ir activities ere most thorough. '.rheir thinking .-- and I 

have read through the minutes or their November meeting 

and December meeting, and some or the c~spondence that 

went baek and fort~ and communications is a big problem in 

aeeompl1.shing something like this. Very logical~ Quite 



imaginative~ and all in all I would say very excellent 

committee work. 
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The fact that I may vary a l.ittle i'rom some of their 

conclusions in the course of my analysis this evening ooes not 

t all detract fr01'4 ~ adm1ratio~ for the job they have done. 

I met with the Steering Committee on January 2 which 

was at the conclusion ot their., you might say, primacy f'act 
. ,) 

:finding and work and exchange o~ in!'ormation and development 

ot reeovamendations,. and I think that they nave accomplished 

something surprising .in the way or communications because they 

were able to get this preliminary report out to you in time 

ror review by a great any of your key people before this 

session. 

Much credit is due to the committee and certainly 

to the chairman. · 

The next 11 ttle point that I had in mind t-las to say 

that your midwinter meeting procedure here, l would hope, would 

lead to your coming to an additional and further step toward 

~plementat1on or the broad principles and concept that you 

have adopted~ and I feel sure that notwithstanding the proble$8 

and even some of the contusion that may exist with respect 

to the details~ that you will so do. 

I would like to turn the lights on and drop the 

slide presentation. Immediately after this next slide~ which 

is merely an outline of the discussion concerning the preliminary 
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I would like to discuss the recommendations of the preliminary 

report first as they concern the American L1brazyAssoc1at1on 

general assembly and its EXecutive Board~· addressing yselt to 

the nature and !"unctions or tbe asse bly and the board., · 

their cogpos1t1on and the supporting eomaittees~ and then to 

the associations and councils, t~1r nature and functions, 

the composition and 1dentit1cation of thea. and tae 
.. ) 

organization and interrelationships. Then to the round tables 

and board.s and committees respectively td.th respect to nature_. 

compos! tion and ident1.ticat1 n~ and then the Aller! can Libra17 

Association headquarters. 

We do have tor projection., should 1 t be needed or 

belpf'U.l in the course o:f the presentation or 1n the course· or 
discussion afterward~ a slide ot this organization chart that 

you have w1 th the prel1 inary report.. It 1s already out or 
date because as Miss Morsch has explained~o there have oo.en SOllie 

revisions in line with further thinking or your Steertng 

Co 1.ttea. 

This just points out that it 1s a dyna.m.ic situation, 

a moving situation. The Steering Committee relt that it could 

bardly arrive at a final report until 1t had obtained t~ 

thinking of the members that would be here at m-1dw1nter 

and the groups that would have a chance to. gather here. 

The changes between yesterday and today~ and now I 

am sure the ref1nements that will develop in the course ot the 
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next few days. 

Since some of you may not agree with the preliminary 

report ot the Steering Committee as it was~ or as it is, or 

as it may be as the week grows along, it is my purpose in the 

course of this presentation to point out wherever I think there 

is significant roo11 tor variations or revisions of their 

report which can be made, 11"' you wish to do so, without 
.. } 

prejudice to the basic concept or the workability. 

The general asseably,certainly the nature and the 

functions, are clear, both trom tbe survey report and the 

preliminary report ot the Steering Committee. I see no 

variation whatsoever there. 

I think there 1 s really no room tor variation 

within the basic concept that we had s~sted and adopted. 

The nature of the general asse bly as e strong and l"epresenta

tive and central governing body i.s, ot course, ot paramount 

concern. 

It would determine the obJectives and policies and 

programs or the Association and would be the final authority 

on all matters concerning it. 

The composition, on the other hand, opens some room 

:ror debate. The Steering Committee has developed the necessary 

amplification of our basic recommendations, or at least one 

amplification or them, to suggest that the composition include 

non-voting members. that the general assembly approve non-voting 



members and voting members, the voting members being in 

several categories and arrived at through several ways. 

The general provision is that no person might be 

nominated tor or serve in the general assembly unless he is 

a mewber of the American Library Association. I think that 

is a very sound prQvision. { Laugnter] 
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1 want to start from sometbi.ng that everybody agrees 
.. ; . ) 

with. {laughter} 

I think we will agree, tQO., that no cana1date may 

accept nominationfrom 110re than one group. Tbis): o£ course, 

is to disperse and broaden the activity or all concerned. 

The- very important provision here is that every 

member ot tbe general assembly elected upon nomination of a 

group shall automatioally beoo~ a voting or non-voting -- the 

Steering Committee would give you your choice, although I 

would suggest tb.at it be a voting member -- of the governing 

body of that group. 

This is that important integration of responsibility 

between levels. It isn•t going to ~~ean that a member or two 

members or the general assembly who by '.rirtue of which they 

nave membership in the governing board or a division -- it 

doesn•t mean they are going to govern the division, but it 

means they are going to be responsible to take part in their 

divisional deliberations. They are going to have a part 1n 

them at a level of responsibility rather than just the level of 



getting information or in an advisory capacity. 

It means they are going to have a real ba&is for 

interpreting the requirements and needs and programs as they 

a:r:'e being developed in their division and interpreting those 

within the general assembly in which they are ~mbere~ and 

likewise, it itlill give them opportunity to interpret some of 

the responsibility that they share at tbe general assembly, 
.: ) 
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right in thr upper councils of the division in which tbey are 

acting. 

I might first just dismiss the question of non-voting 

members. They were to include the ehai~n ot all American 

Ldbrary Association committees which would cert~nly be in 

accord wi t h your tradition. The past Presidents or the 

Association and one representative of each affiliated association. 

The votillg members., on the other hand.;. would be 

developed from both on the basis or direct representation. 

proportional representation and at-large. In addition to the 

ex oft1c1o basis, namely, that your elected ott'"icers of" the 

American Library Association would be members ot the general 

assembly~ They would be the o.tfieers of it. 

The reason I say you have a direct basis is because 

there is the protri.sion that the presidents or aasoc1at1ons 

and councils shall automatically be members of the general 

assembly. This gives one member per division to begin with. 

Also, on page three, under th~ provision tor 48 members to be 

- ----- ---- ---~~ 
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elected at large, based on nominations by tne divisions in 

proportion to the number of members of each division, there is 

the proviso, however, that it shall provide that each division 

have at least one membership in this 48. --This takes ott 13 

ot those, and means one per division. It means one per 

division, and i.f you .have 13 divisions, six associations and 

seven counei ls, as it would appear here, that would provide an 
.. ) 

additional one 9er division. or additional 13 on that basis, 

so there are 26 members or this proposed general assembly on 

a direct repl'esentation basis. The: other 35 under this 

recommendation would be developed on a proportional basis. 

governed by the number of' members in each division_. 

As the-y have revised their initial preliminary report, 

the divisions would submit two names !or each spQt they were to 

f1ll 1 and the ae~rsbip at large would elect one of these 

names in each ease. They would not have the designation of 

divisional repres.entation on the ballot, but the biographical 

information would make it quite clear to those who examined 

it what the background o!' the individual \ias and give them an 

idea of th.eir divisional assoctation. 

The third basis for electing the voting members of 

your gene1--al assembly in sub-paragraph (d) on page three, 

suggests that 48 members be elected at large for four-year terms 

selected fr~m the general membership by the Nominating 

Committee. 



I think that it is very important that your membership 

of the general assembly include some tnembers developed by 

each of these methods. I might also add there is one element 

in the direct representa.tion~ and tbat is that eacll of the 

chapters would have one representative. That is on page two 

where it says, one meaber to represent each state chapter, 

so there is another gl'"Oup ot perhaps 55 or 60 in addi t1on to · 
; . ) 

the other 26 that 1 have mentioned., would have been developed 

by direct representative raethod. 

I think that the idea oS: having your composi-tion 

developed in this way is very important. Now, the actual 

relationship, the .formula, is open to debate, and I point out 

to you that if it would seem more appropriate to the majority 

ot your Council members voting on this subject, 1t, as, and 

when they voted 1f 1 t would seem more appropriate tna t ttwe 

numbers be varied. I think that that would not necessarilY 

destroy the intent of the basic :r>eeommendation. 

By that I mean that it it was f'elt that 48 members 

elected at large was too large or too small a number, that, 

for example,. it might be better to have a f'ew more elected 

by the proportional method than the 35 that \tere provided 

nere. tr/hetne~ you had 48 there and 48 in the other spot, 

or 36 in one and a few others in the other is really a matter 

for your adjudication when you consider the question of 

getting all tbe talents and interests or tbe American Library 
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Association as a ~Jhole represented in your general assembly. 

The Steering Committee believes -- and I think soundly 

so -- that the Nominating Committee will take care of this 

balancing out as 1 t may be needed geograpbieally or by interest 

by reason of having as large a number as 48 e lee ted at large 

by their nomination rather than from divisions~ either whether 
; .) 

proportional or direct. 

The Executive Board 1 as tar as its nature and 

functions are concerned. I think is quite clearly identified 

as developing trom within the membership of the general assembly 

which has the key point in the survey recommendation, since it 

would represent tbe general assembly and aet tor it in the 

implementation or all activities and erforts and management 

within the over-all policies set by the general assembly. 

The composition, the ot'f'"icers o:r the Association as 

they are now~ or course 1 and tbe eigbt recommended at large. 

The recommendation here of th.e Steering COmm:1.ttee 

does not include a recommendation made by the management survey 

report . I am not sure how significant this may be, but I would 

point out that this report suggested that there be a limitation 

that no more than three members of the eight at large that are 

on the Executive Board be rrom one type of library division or 
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on association. 

I think that it may be that your Steering Committee 

i"elt, and perhaps quit rightly, that this safeguard or 11m1ta-

tion would be unnec ss r.1.t t le st unnecess r.y to spell out. 

e also suggested that at least one o£ the eight at 

large at all tl s be one ot the g&ner l ssembly members ho 
; ,) 

was representing a st te ehapt r. That, too, see s desirable 

still as I see it, but it it is unnecessary to spell it out, 

then, ot course .. I would not suggest that it be retained Just 

because we had put it 1n the original report. 

The matter of the term of the members ot the Executive 

Board -- and I ight say llere there is no issue with respect 

to changing the title trom Executive Committee as recommended 

in the anagement survey to Executive Board. 

The Executive Board may be even more helpful,. 

particularly 11! you have no other voice at the ALA level. 

The matter of" the term is an interesting one, and open to some 

question for this eason, d alt o~~ your Ste ring Co ittee 

has made no direct co ent on it, 1 kno 1t has been raised 

in the minds ot some, and it has occurred to me~ that it a 

general asse bly ber n a tour-year t rm is in the last ye r 

ot th t term elected to the Egecut1ve Board~ he in effect gains 
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an additional three years 1n the general assembly which is not 

at the behest, you might say, ot th membership which elects 

the general ass mbly or elected him to it, but rather is 

generated tro the general assembly 1tselt. 

This may be an unwise thing, and I submit .it tor your 

_ consideration, not with a view that it is necessarily un11se • 
.. 

It does seem to define a principle, that your members or the 

general assembly should be there by virtue or their election 

to it from the membership at large, and not be there by virtue 

ot some action they took themselves to place the selves there 

ror an dditio al t o or three years. 

That would be the end result ot it. The person might 

spend seven y ars in the general assembly on what was 1nit1ally 

a .tour-year term. Perhaps a compromise ould suggest that a 

member be elected even,1t be possible that a member be elected 

to the Executive Board even betore be served a year in the 

general assembly. 

This isn•t too practic 11 though~ b caus your 

elections are so held trom the timing standpoint that you 

wouldn't know who was going to be on the general sse bly at 

the time you were electing the Executive Board.. Therefore t it 

is best that you be only permitted -- you wouldn •t know who the 
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new sembers mi ght be in the ne group co ing in that year. It 

is b st you s lect only tro those ho had been on the ~neral 

ss m y tor year, so ybe o elution would be to have a 

two-ye r term tor your ecutive Board m ber. other one 

might be to v r.r the provision to allow with a two-year term 

only one add1 t1onal year beyond the tour. This eans that 
; . ) 

s one on the g n ral asse bly for a tour-year term, let•s 

say you could have a three-year term on the Executive Board, 

and perhaps nin members at large, and if you were elected to 

it atter t·o years on the gen ral assembly, that would give you 

tiv ~ on ditio 1 one hich I think igbt b co pr ise 

ot ving seven. 

I just thro this out since it may come to the minds 

I just throw this out since it may come to the minds 

ot some of those present. 

Th supportin co itte s. I think, are quite 

important, and the sugg tion ·nat the Advisor.y Co 1ttee on 

Budget and ogram Evaluation ha e a little ditterent title. I 

think, the title is better taken as recommended by your 

St ering C ittee. Progra Evaluation and Budget . 

Likewise, the suggestion that the President-elect ot 
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the ALA also be a member ot this coDDittee in order that there 

would be representation ot the intere ts of the ALA co ittees. 

I think that is a ver.y good revision# and it st s 

trom the reoo~~~~~~endations of the Committee on Boards and 

Coaittees. 

Advisory Committee on Appointments is as proposed. 
;. ) 

The Steering C.o ittee has suggested that a third adviaor.v 

c ittee be established to counsel the Executive Board in 

res ct to th Association's publishing programs and operations. 

This seems to be a very good suggestion to et the 

ed tor couns 1 to your governing body in very large and 

significant area or concern to t Assoc1at1on 1 and I think 

that there would be no issue to take with that. It is quite 

within the sche t the rec endations. 

ow, on Associations and Councils, we have the 

question or what are associations and what are councils. Your 

Steering Committee has concluded that the associations might be 

those of the public libraries, the type or library division • 

the college and reference libraries, the school l1brar1es 1 the 

institution libraries, to include as I note here the hospital 

libraries and other libra 1es whose interests are covered at 

present only by a Co 1ttee on Institution Ldbraries. 
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This iould cast the Hospital Library Division in t ~ 

ssoeiation role rather than the council role as sugg sted by 

the survey report. on the other band 1 I think \ e made it clear 

at tr.at time that Just where the Hospital Libraries Division 

might beat rest would depend alm st enti~ly upon the member 

interest orientation of that division. 
. . ) 

There is op sed an association of State ~brary 

Agencies. Thi is, I think, an 1 provement over our reco en-

dation in the port which was a little more limited and dealt 

o ly with the state libraries. 

l think this term is a much better one and provides 

a ch more comprehensive approach to this matter. Th 

recommendation or this being an association of specialized 

libraries would certainly provide for all LA members who 

have a primary interest in a type ot library that interest 

represented by one or the other associat1ons, and I think this 

is very sound, and yet I say this and the other, the State 

Library Agencies and th institution one even 111 depend, or 
course, on be in put to the ·trial test of' mber interest. 

If' you have a sufficient response when you circul rize 

your memb rship as to their selection ot a type or library 

division~ then~ of course~ such should be formed. 
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Now, the same is true t·Jith respect to t e councils. 

I think it ~as very lise that your Steering Committee sorted 

out or our inlti 1 r c -nd tiona t.e note that you might . 

have divisions by torm or aterial. I think it is best they 

have brought that do n just to type or 110rk and 1--t the form 

of material matter be ccvered by organization through co ittees, 
; ,) 

and if nee sa ry, interdivisional committees within the 

councils and aasociaticns. Thm to atteiJd to such matters as your 

audio-visual aids. 

The seven councils that your Steering Committee 

recommended,. the Ac.qu1s1t1on and Resources and Cataloging, 

Library Re erence Services, Children's Services, Young People's 

Services, Adult Educa 1 n, Library Eduea t1on, all follO\i th 

reco endat!ons of' the nurvey report. That is Adult Education 

~d not Adult Services, aince certainly the Libra17 Ret renee 
I 

~ervlees ill be engaged in th area or adult services as will 

s e or th others. 

t t The proposed council on Library Administration is 

rhaps a oot question in the Steering Committee's report, 

n'l. I ould like . to give you a little backg:"Ound t·;ith respect 
\ ·, 

' 1 

to ~ur initial report. 

ln our earliest t 'L'tnking t e concluded tha... we \'Iould 

I 

\ 
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recommend a Council on Library Administration as the focal point 

tor the interest of library administ1•ators~ as it would be 

expressed on the mattcz•s or· broad ALA-wide conoex-n whez-e 

coordination and exchange of 1ni'ormation, .exchange of ideas 

~1as necessary betwee1~ the types of library divisions. And. 

yet,. we omitted it from our recommendations to you, not 
; ,) 

because w~ didn't think it was a good thing. because we think 

it is~ and it could be~ but becau.~ we did not feel that it 

waa something that you could embark upon w~th all the other 

organizational change that we were suggesting, 

\"Ie tel t you weren • t ready for the change, frankly~< 

from. the standpoint of viewpoint or trom recognition ot t<Jhat 

it could do for you., and there.fo:re, it wasn •t in our 

recommendation. 

It is inte:resting that the Steering Committee came 

around to recognizing this opportunity and a potential need for 
I 

this sort of a council. \ve left it as a board. 'We recoDJtnended 

a Board on Library Administration tlhich we felt would bring 

together 1n1t1ally a fet. library administrators who ould 

wish to give the time and attention particularlY to the subjects 

that were or over-all concern to library administration generally, 

and through such as we had suggested, sort ot sub-committees and 
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board committee~,. c;.;over matters related to buildings, finances, 

budgets, stat1stles,. insul"ance, things like that. when those 

things were of broad concern, but tie intended that your 

committees t>~ithin the divisions a.nd particularly ·11ith:tn the 

types of" library divisions \•:ould continue toattero to tile matte1•s 

of statistical compilation with reepe.ct to all their 11brar1eo 
. . . ) 

and things like that~ leav-ing the definition cf perhaps terms 

tillthin statistics that are common to all libvaries to this 

ALA•wide board. 

Now, your council and library administration could be 

and would be, if you had 1t 1 would accomplish this same thing 

at the ALA l~ve l without imping:t.ng upon the preroga ti vee and 

functions and duties and. act1v1tiee in the divisions~ but I 

would only say that while I think ~t is a good thing and could 

be, Ne d:!.dn 't recommend it in the survey repor1; only because ~ · e 

felt that ~·be it ~as too big a mouthful to bite orr to begin 

with, and it has apparently caused some concern amongst the 

members as to its impact upon the associations. 

If that 1s the case, I certainly wouldn*t let this 

stand in the way ofyour implementation of the survey genet•ally. 

It began here. The proof or the puddin' is in the eatin •, and 

tile proof' o..:'O interest 1n this and need for 1 t (). and bene:ti ts to 
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responsibility and authority tor• policies and tbe professional 

p1•ograms~ \'ihen we use the tem "program " here 1 it is not the 

eom-erence program. It is the professional programs~ the ones 

tor hich you are se king y and udg t, and the operations 

trom the type of library point of view. 

Certainly the efforts in many of these functional 
. . ) 

areas, when brought to actu 1 applieation and implementation,-

are going to have to be right 1n with evet'7th1ng else that is 

t king place in the type or librar.y. Th refore, the Steering 

Committee has said, and I think quite correctly., that the 

associations would. have three jor are s ot responsibility. 

No 1 this is just a broad cut, and 1 t doesn't identity 

all th thing within these areas, but I thinkk they are ell 

taken. The stimulus that results from the close association of 

librarians representing particular type or library3 and secondly, 

the synthesis of the activities or all unita w1th1n the ALA 

tha~ have a bearing on the type of library represented by the 

association.Certa1nly no one council can synthesize the 

funotion~both those that it is concerned with and all other 

tunct1ons. No council could as it relates to any type o~ 

library. 

This will be the big role of tbe type or l1brar.y 
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division or the association, and thirdly, the operation, the 

actual operation or all the programs that are in the exclusive 

interest or the association or lih1ch because of the application 

in tne p rticular ina tance are going to . be primarilY their 

interest, and th~refore~ should be spec1f1oal~ assigned to 

that associaticn. 
. .) 

The dual me bership will mean that your members as 

represented by the dark shaded areas at the cross points between 

association and councils is that they really have a vecy 
J 

important ·runction as a group because they represent the common 

denominator on any runction between the type or library 

concerned t•Jith that function and the types o£ libraries that 

ar~ co:nce!t~ted with all functions. 

They are the common denominator bet~;een that type of 

library which they represent and people concerned with the same 

function in all other types or libraries. I mean, they tie in 

\'litb them. Therefore, the suggestion that the groups \>Jill 

tunet1on, these groups will. Common membership between division 

and council will function ae interdivisional committee$ or as 

sections cr the equne:tls aE th.e need :ts determined by the 

respective association .. ~ and councils., and this would not 

preclude the asaociatione having additional members on such 
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committees when that association had 1nsuft1c1ent ind1vidll4ls 

as may be the case in ay ASL on some .functions, who were 

associated with that eouneil. 

Interdivisional co itte s could be formed~ and it 

would. not have to be limited to the people who had the common 

membershi.p there. 
; .) 

Now, I think it is quite important that we recognize 

that when J'OU talk about fields of 1nterast, you are trying to 

det'ine the tields ot interest ot your division,that you 

recognize that ·its fields ot responsibility that we re talking 

about because when I looked over the field o.f interest as 

exp ssed by the Public Library Division, tor example, they are 

interested in all these fields, and rightfully so. I think that 

would go for most of the other associations. · 

'l'be question is,. what will they be responsible for, 

and right way the nswer would be, we will be responsible 

tor this field, th1s functional fi.eld as and when it applies 

in our area becaus t t is ~h t we are in a position to be 

and endeavor to be responsible ~or and contribute to. 

Well then. that being the case. ror each of these 

types or l~brary associations, and when the matter relates to 

all of them, then tbeli' must all come together on it though 1b.e 



people that t ould come together on 1 t a..""e these who have 

selected that ua~ticular function, and they would come together 

at the point or a council. 

Now, let•s remember that the fields or responsib1lity 1 

if we use that as a term, it will· limit your definitions 

because the1" is one thing to be interested in everything, and 
. . ) 

there 1s another thing to assume a respons1b1li ty for 1 t. 

The people involved are the clue to this. That 1s:. 

it is the people who are in both the association and the 

council and if you look at this from the standpoint of the 

individual in ALA rather than the governing board of one 

present association or what some of the: leaders might feel 

should be the 1nd1vidual 1s viewpoint, I think the individual's 

vie\po1nt ~111 be that although he is interested in all these 

areas and would like to be acquainted with what is going on 

with this and hopes ALA, the Asaoc:1at1on to which he belongs 

is cloing something in them, the individual will recognize he 

can't assuma responsibility .in all or these as an individual., 

S.."ld if he can •t as an ::t.ndividual 1 the he isn 1 t going to 

assume responsibility in all of them in concert with other 

individuals, 

He will pick certain ones of them and assume a 
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:r-eeponsibilit~', and the responaib:i.lity lrtvolves two things. 

One, time and attc;nt1on to it; and two, financial support, so 

when the 1nd1v1dual says> "\iell, it is a shame I can 1 t.. I am 

interested 1n all these councils •. It is . wonderful.. We are 

separating tho-se out, and I would like to, but now it is going 

to brt ao e:xpensiva .• i· · 

; ,) 

You can be 5-ntei•est~d in all ot them tv!thout having 

to be in all ot them because you are not going to be able 

physicallY to attend all of them., so it you ean•t atten.<l tb.em 

all because it is physicallY 1mpoesible, it goes also that you 

cantt a.f':rord to give them all the financial support that they 

should nave if you ;<;ant a voiee in them, so you will have an 

interest 1n them, and you will be acquainted with it1 but bef'ore 

you have a voice :t.n it, you wuat agree that you. are going to 

give it the time., and you are go:tr,g to give it the financial 

support. 

So we have this word '1respons:t'b111ty'' pretty 

importantly in the forefront on these considerations. It is 

only those in a position to translate their interest into 

support personally and i'inancially should have a case for 

wanting to belong to more than one council or more than one type 

of librar7 association. 
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I think it is important that the associations have 

the responsibility to identify the need or the opportunity for 

action by the ALA in any function as it exclusively applies 

to their type of library. 

They might also plan action so long as the matter on 

that function relates to their type of libra17, but when this 
-· ', ) 

same term,_ say it is adult education or it is cataloging and 

so forth has an impact throughout all the types of libraries 

or more than one of them, then they must get together with 

people who have that function, that interest in these other 

associations, and the place for them to get together on that is 

at the council point. 

The round tables are discussion groups L-Ji thout 

responsibility so they do not seek a budget from the Amex•ican 

Libra17 Association. They might make recommendations to a 

committee which has a responsibility and would be able to seek 

implementatio~ of it or to a council or possibly an association. 
! 

The/ boards and committees. Your Steering Committee 

has suggested we eliminate the term board " and let there be 

the general committees. So long as those general committees 

as need be tie in to the committees of various divisions and 

develop an interrelationship of some mutual membership betlieen 
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them, I think that would be quite sound and eliminates the 

need for the so-called board committees. 

I think all the recommendations with respect to the 

boards and committees are pretty much up to the resolution of 

you people because you know them and understand them better 

than the management survey could have had any understanding. 

I think a better disposition ot most or them has been 

made by the Steering Committee's report. Now, running ·quickly 

here because I think I spent a little bit too much time on 

that central organization subject, the American Library 

Association headquarters. I think the organization of that 

which the Steering Committee suggests rests for implementation 

with the Executive Board. The organization of that must follow, 

let's say, hand in glove with the organization of American 

Library Association as a whole, and they are all part of the 

same story, but the headquarters one can follow and should be 

the responsibility or your Executive Board to implement with 

the adviceand counsel of its Advisory Committee on Program 

Evaluation and Budget .• 
------

The matter of the executive secretaries is one that 

will concern the divisions and also the matter ot the publica-

tiona. I think the need for execut.ive secretaries should be 

~----
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examined, having in mind that it:is the planning, '.;he policy, the 

programming side of all these activities that your volunteer 

members should have the major role and should be the focal point 

of carrying responsibility. 

The minute your association gets to the point where 

you are relying more and more and more upon your paid staff 
- . : ,) 

to develop and suggest and recommend policy or programs or 

plans or stimulate thought and all the rest of that, then 

you are just losing the life blood of your organization and 

putting it beyond the membership. 

I think this is something you must guard against now 

because any of your staff would seek to bring it about that 

way because there is a tendency to rely upon staff if' you can 

Just f'ind the way to have the money to have that staff. 

Now, if' you will. instead, rely upon executive 

secretaries and starr for the carrying out, the exchange of 

your communication with others on the subjects that you are 

stimulating, the carrying out of action, once you have arrived 

and planned and developed plans, programs for it and the 

implementation of policy that members have set forth, that is 

the role for your executive secretary. If this is the case, 

then there is going to be more need per division for time of an 



executive . secx~tar~, I think, by the associations and by the 

councils because I think that the implementation ot all these 

functional efforts in the proper framework and environment 

of any one type of library is going in· the end to come to 

rest upon that library association,and it is on the implements-

tion side that you need the follow-through of your executive 
- . ; . ) 

secretarie~and the coordinating efforts and the councils 

on the other hand should be the point s wherein these f-unctional 
) 

spheres, your member interest, individual member interest in 
-

these spheres will be backed up or at least the expressed 

member interest will be backed up by actual member participation 

to the point where your planning and programming and effort 

and stimulus and policy in those areas is· done largely by 

your members and with minimum support of executive. secretaries. 

On the matter of terminology, the Steering Committee 

has advised me of their interest in leaving this matter quite 

open, and as Miss Morsch has indicated, of considering that 

perhaps the term 'council 11 might not be used for the type of 

w o r k divisions. 

Now, when I was first advised of this, I felt this 

was really not too significant from the standpoint of what we 

called the divisions on that left-hand side, but a little bit 
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significant from the standpoint of abandoning a change in term 

for the ALA Council to general assembly. 

I still think, and I submit for your consideration, 

that you might weigh rather carefully abandoning the recommenda

tion of the survey that you do have this change of terminology 

f'or your council coincidental with your change in the very 

nature or· it . 

I think there is a lot to it as I could logically, and 

I wonder if you are not going to have enough trouble re

orienting your thinking \'11 thout dropping back to an old term 

which has a very definite eonnotation cfthe past ot what it 

is, what it can do. 

I am not in opposition to the Steering Committee on 

it, and I think the Steering Committee is open on it, or is 

opening this question to the membersh~p. 

You have another practical problem, and that is unless 

you deny the term 'council " to the divisions, you might have an 

instance where a type or work divi.sion ~Jould want to call itself 

.a council# and then if you had the ALA Council, too, there would 

be a confusion . 

Now, the recommendations concerning the dues and 

allotments to divisions, we can dismiss that rather quickly. 



The preliminary report indicated that they felt it was necessary 

that the study go .forward in this area on the dues structure .. 

I think that is quite so, and I think it is important 

that it keep abreast of our developments in the implementation 

of the rest of the survey. 

It is quite important that you some time, I would 

imagine before July, obtain a consensus from your membership 

as to where they would designate their interest_, in how many 

dif'terent divisions, if they had their choice or this list of 

councils, and this list of associations.Tbat would give you a 

basis for financial planning and forecasting which you need. 

Even though it isn't binding upon them at thia time, it will 

certainly give you an implication that will turn out to 

be 90 per cent correct. 

Lastly, I think it is important that you note that 

the basic allotment proportional to the number of members which 

is suggested by the survey report would not be a very large one 

necessarily because your general ALA headquarters budget would 

be providing most of the se:r•vices now, or almost every service 

now, provided through the salaries, and salaries is the biggest 

element of the present divisional expenditures., and that like-

wise some consolidation in other areas would be accomplished 
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and savings through it in the miscellan3ous office expenses 

of postage. and mailing and mimeographing and so forth, so that 

wouldn't need to be covered by this basic allotment. 

In addition, some consolidation in your publications 

and particularly with respect to the publishing of adm1n1stra· 

tive information on the going and comings and doings of your 
, ,) 

associations and councils and boards and committees and ALA 

as a whole which might best be all in one ALA bulletin would, 

of course, leave the technical field of pub~ications. to handling 

through another method. 

I think that if you will recognize that we are speaking 

now of just a minimal basic allotment t~hich would cover maybe 

the word lfadmtnistrat1ve, 11 administration isn ' t the right term, 

but il; t'lould cover such things as basic travel expected 

of any division president, the basic committee work that would 

be necessary before you could even develop and justify programs 

which would then gain you money for the committee work related 

to those programs. 

I mean, just the going concern requirements, and 

that might surprise you in terms of the amount per head that 

that might be. but I think it J.s important. It may later prove 

to be not vital, and you mi~lt go to a valuation for all your 
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allotments. 

Now, lastly, my conclusion with respect to the 

preliminar,r report. It does adhere to the principles and 

concepts approved by the Council, as I s~e it. It refines 

and it ampli~ies the management sUrvey recommendations 

concerning basic organization and clarities the interrelationships. 

That is, it retinas and amplifies them. 
-· . . ) 
In addition 

to that, it properly revises the tentative proposals or the 

management survey concerning the details or organizational 

transition,and it leaves the opportunity tor further change, 

it dictated by consensus at the midwinter meeting here. It 

establishes a basis upon which the American Library Association 

Council at this midwinter meeting can take action that is 

necessary for prompt continuation of the progress that has been 

made toward implementation or the survey. 

It sets a course or positive action, the one we 

recommended last July towards strengthening the unified 

capacity ot the ALA 'to fulfill its broad mission. 

In the interest or time I won•t proJect these points. 

I am just going to speak them here, the over-all considerations 

that I commend to you in taking your action on the Steering 

Committee's report. 
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First remember there is a great interrelationship 

with respect to these recommendations of the baste survey, and 

as they have been brought forth by the Steering Committee, and 

to change radically -- I say radically one or the other, 

requires a close examination of most of the others. Some 

z•evisions in one or the other would not be a problem, but 

still should be viewed in the light with respect to any or the 

other recommendations. 

Certainly if' you don't have a council on library 

administration, you have the disposition or some relatively 

significant committees to consider so you can •t. just abandon 

that suggestion of' the Steering Committee without going back 

and working out the matter. Secondly, the essentiality of 

effective communications within the new Ol"gan1zat1on structure. 

This is very important because you may get it set up, and it 

will fall apart later if you haven•t the communications, and 

that is why \lle recommend it very clearly, and it may have missed 

some or you becau.se it was back in that appendix in the report 

that came out \ii th the September Bulletin, and wasn't stressed 

at Philadelphia that your ALA Bulletin become primarily an 

lnstrwnent for• the internal communication \11 thin the ALA 

relative to the agenda gens:rally and separately throughout the 
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ALA, the names, the places, the activities~ the days to keep 

people in one division if they are intere::ted, and even thougn 

they are not members acquainted with what is going on in other 

divisions, here is the opportunity for people with interest 

but without the time and funds to be on the mailing list of 

some other division to know what is going on throughout ALA 

as a whole and to approve. 

I think it would be very important that this be done. 

This would leave the technical, the scholarly articles, the 

technical Journals and needs strictly to the divisions to 

justify by budget and to implement. There would be serious 

doubt -- at least, I would say certainly our survey report did 

not recommend for or against combining them, although there 

has been discussion tor it. 

The important thing is to , combine news element in one 

ALA Bulletin.. The time facto.r is important, and this is a 

bad time for me to be talking about the time factor because 

your chairman has been looking at her watch almost as much as 

I should have been looking at mine, but I think that you might 

recognize that you must keep a steady pace of progress, and 

your timing with respect to the requirements on your consti tu-

tional changes and bylaws are significant. They are long. It 
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is a long, drawn-out process, and it warrants your serious 

attention with respect to getting some positive action on 

your course during this midwinter meeting. 

Lastly, a continued requirement tor perspective. 

You will pardon me if I co e back to the question of 

reorientation or your viewpoints.. After all, you are going 

to have the same groups ot people working toward the ends that 

you have in common. They are just going to be headed a little 

bit differently. I mean, headed in a little different direction1 

and more in the same direction than they have before. 

It is a broad ALA viewpoint that you are after, and 

this need not impinge upon the needs and requirements and 

effectiveness ot the divisions. Actually, I should think that 

it would make them even more effective. 

Remember your autonomous divisions did not bring 

ALA to the gross roots and also that you will always have the 

ore avenues and means ot pursuing your objectives than you 

will have funds to effectively do so, that the time lag 

between your application of these projected improvements 

and the gaining of results from them is there, and you will 

have to be patient tor it, and lastly, that as members or the 

ALA hierarchy. which most of you are, you must take great pains 
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to seek a member view since there is a tendency at leadership 

levels throughout all organizations to be overly concerned 

with what they believe membership view should be, and not 

enough concerned with finding out what it is. 

Now, if that is an admonition, I hope you will pardon 

my making it, but it is made in the hopes that it will be 
-

beneficial to you in the implementation ot your program. Thank 

you. [Applause] 

CHAIRMAN MORSCH: Thank you. I hope that the 

explanation ot ~lr. Mead is going to facilitate the discussions 

that you are going to have in your divisions. 

We had agreed that this meeting should not under any 

circumstances go beyond ten-thirty which still gives us fifteen 

minutes, and if we limit our discussion, or rather exclude from 

discussion any questions that relate to a single organizational 

unit, that is, a particular division .. a particular committee 

or round table, it might be that some general things that 
I 

various people would like to bring up for discussion or at 

le~st to call attention to assure themselves the Steering 

Co~ittee would give these problems attention during the week, 
" I 
t ' r 

Wf! tnight make the best use or this l1m1ted time. 

' ~ 
I say this because members of the Steering Committee 
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are scheduled to attend meetings of every group in the whole 

Association. 

That is having a meeting this week to discuss 

reorganization or the preliminary report of the implementation 

commi,ttee. Consequently, it there are questions or comments 

that any of you would like to make in regard to the broader 
; ,) 

issues than those limited to a particular division and so forth, 

the floor is yours. 

Will you, however, -come to the microphone, and give 

your name clearly for the stenotypist. 

DR. KUHUUN: ftliss Mors~ch • I would like to raise one 

question.. From t'lhere does the sentiment come to have such a 

radical reorganization of the ALA as is here proposed? From 

1928 to 1945 there was a great deal of very hard work done in 

the American Library Association to decentralize and to over-

come the extreme centl .. al1zat1on that we had, and to bring about 

some sort of' a f'Wlctional organization, so that we could ·get 

more etf'ect1veness into the work, and we have made great 

progress in establishing divisions, in bringing up the financing 

or the ALA. 

Now we .face completely about to undo everything that 

has been done in the several act1v1t.1es reports and the 
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establishment or divisions, and we are going to overcentra11ze 

the ALA ore than it ever was prior to the ovements to 

decentralize. 

Also, if I have understood the , literature with 

reterence to management, one ot the main principles has been 

that the span or management is detini te ly lim1 ted. 
'.) 

I wonder where you can tlnd a person in our profession 

who can mamage all or these diverse interests when we proceed 

to centralize them the way that is now being proposed in 

this 1~port. It we bad an Wlderstanding or what we are doing 

here and had a straw vote, I wonder how many members in this 

room would favor undoing practically everything that we have 

accomplished in reorganizing the ALA .from 1928 through 1945. 

Maybe I am all wrong, but to me this looks like a very 

serious mistake, and as tor the vote in Philadelphia, I think 

most or us were paralyzed by the heat. [Laughter] 

CHAIRMAN MORSCH: I am not going to try to answer all 

or that because it I did, no one else would .have any chance at 

all to speak. 

I only want to sa7 that there are elements ot 

centralization and ot decentralization in this report. The 

transfer of respnsibilities for practically all of the ALA boards 
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and committees from the ALA as a whole to the various divisions 

is one of the greatest movements of decentralization that I can 

imagine tor the ALA, but Dr. Kuhlman and I will have to have 

this out more extended later. [Laught.er] 

Another comment or question? I guess you are Just 

too tired. 
: .) 

MR" VERNER ELLINGER: I notice that the management 

survey report includes a number or recommendations, some ot which 

I think are rather foreign and perhaps drastic. on which the 

report of the Steering Committee has remained silent. As one 

example ot them, I would like to point to the relationship of 

the ALA committees to the general assembly or to the Executive 

Bo rd, and the power of the Executive Board to screen committee 

reports s is propo ed in the management survey report. 

I would like to raise the question inasmuch as this 

is called a preliminary report whether there will be still 

closer consideration of the points not so touched upon which 

seem to be worthy of discussion. or whether we are to assume 

that those points on which the report remained silent are 

considered to be accepted by the Steering Committee. 

CHAIRMAN MORSCH s Thank you. I don't know how many 

things there are. I am not sure that we have done a thorough 
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job of analyzing the management surveys report to see that 

we have covered everything. 

ttlr. Mead didn't point out much that we overlooked 

although he did a couple of things there., This seems to be 

another that we should give cons~deration to. I think it 

will be 1t1ell if any ot you have questions in this regard that 

you bring them to our attention so that they can be 

considered. 

As tar as the comm1 ttees are concerned • the ALA 

Committee on Boards and Committees 1s meeting more than once, 

I believe, during this week. I kn they are having a meeting 

tomorrow morning, and I am sure this is one of the things that 

they will want to consider. 

1\m. HARRY DmiEY: As I understand it, the management 

survey report was distributed to the membership in the September 

ALA Bulletin or -bulletin published around that time. I also 

understand the Steering Committee has revised that report 

considerably.. I believe the revtsi.on has not been distributed 

to the membership, and while the membership bas had an 

opportunity to reports its feelings about the management report~ 

to the Council members, I don•t believe the membershtp has 

yet had an opportunity to see this revised report and to express 



56 

its feelings about it to the members ot the Council before 

the Council will take action on it, and I am wondering what 

opportunity the membership as a \1hole $ those who are here at 

this convention and those who are not, who have not seen this 

report., will have to inform their Council representatives about 

their feelings about the report, or will the Council not 
; ,) 

take action on the report at tb1s convention? 

CHAIRMAN MORSCH; Did you all here the question? 1 

think this is entirely up to the Council. Things that come 

before the Council at every meeting are coming to them without 

having been distributed to the membership as widely as the 

general principles ot this have been, and as Mr. Mead indicated, 

the Steer1ng ~'Comm1ttee 1s prel1JDinary report does not stray in 

any important way trom the .recommendations or the management 

survey in sp1ri t or intent, and there .fore, since there was such 

an ove.rwhelming acceptance o.f the management survey rs report,. 

I should assWDe that the Council would feel tree to act without 

~urther information from the membership, but this will be 

ent.irely up to the Council. 

Do you want to add anything to that? 

PRESIDENT RICHARDS: No. I would think that was in 

order. 
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CHAIR.t"'AN !>10RSCH: I think we have time tor one 

more. 

If there are no others, I will declare this meeting 

adjourned, and thank you very much tor coming. 
--·--

[The meeting adjourned at ten twenty-five o'clock.) 

; .) 


