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ABSTRACT

In 1984 the Missouri Committee for Performance Based
Evaluation together with the Missouri Association of School
Librarians developed criteria for evaluating the school
librarian. The model consists of 20 criteria with
descriptors that are appropriate to the responsibilities of
the librarian. It was recommended by the committee that all
school districts in Missouri adopt or adapt this method for
evaluating the librarians in their schools. The purpose of
this study was to determine how many school districts in St.
Louis County evaluate librarians according to the Missouri

Performance Based Evaluation for Librarians, and if not by

this method, what methods were used.

In November, 1986 a letter was mailed to one head
librarian in each of the 23 school districts in St. Louis
County requesting information regarding forms and procedures
for evaluating the librarians in their school districts.
Follow-up phone calls were made in December, and by the end
of that month, information had been received from 19 of the
23 school districts.

It was found that 12 school districts in St. Louis

County evaluated the librarian on an evaluation form

designed specifically for the school librarian. Seven of




these 12 districts evaluated the school librarian according

to the Missouri Performance Based Evaluation for Librarians

format recommended by the state. Based on the returns of 19
school districts, it appeared that half the librarians in
St. Louis County school districts were evaluated according
to a form specifically designed to cover the
responsibilities of the school librarian.

The remaining seven districts which continued to
evaluate the librarian according to a teacher evaluation
form or not at all, seemed to be failing to recognize the

varied responsibilities and the unique role of the school

librarian in the total school program.
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CHAPTER I

Introduction

In the keynote address to the 1984 Conference of the
International Association of School Librarianship, Ken
Haycock (1985), past-president of the Canadian School
Library Association, spoke of the concern for role
definition of the school librarian:

We have been successful in building facilities and

collecting and organizing materials, but we have

been less successful in developing an awareness and

understanding of the role of the school librarian as a

professional teacher, as an equal partner in the

educational enterprise, and in developing strong

support for that position (p.102).

The rapid changes seen in the area of the media center
during the past ten years have resulted in confusion among
the principal, teacher, and the librarian as to the role of
the media specialist in education. While the principal is
considered to be the most important factor in the
development of an effective library program, administrators
do not have consistent expectations of head librarians. In
a study of 34 high school administrators in Houston, Texas
by Mugnier, (1979), it was found that none of the
administrators had participated in the development of the
media center in their school, none had seen the national

standards for school librarians, and none remembered a study

of the media center as a part of their professional

training.




Many principals are highly consistent in their view
that the librarian plays an important role in the curriculum
planning of the school, but cannot, in detail, describe
specifically what the role of the librarian should be
(Pfister & Towle, 1983). Traditionally administrators view
the librarian as many teachers do. 1In the case of an
elementary principal, the librarian may be seen as vital to
ensuring that the classroom teachers receive the guaranteed
number of planning periods based upon specially scheduled
library classes. He may evaluate the librarian on the basis
of how neat in appearance the library is kept, how quiet it
is on any given occasion, and how much use it receives by
the students (Grazier, 1976).

In the Mugnier study (1979), principals interviewed
regarding their perceptions of the school librarian
frequently found them to be seriously lacking in personal
drive and charisma. They expected librarians to play a
major assertive role in breaking down barriers that resulted
in misconceptions regarding the librarian. These barriers
included:

1. Teacher resentment of the librarian's attempt to play
a greater part in curriculum planning.

2. Being viewed as a source of competition for funds.

3. The stereotyped image of librarians.

4. Pressure from groups to eliminate "educational frills"
considered by some to mean the library.




Comments from principals and superintendents from
school districts all of which had received national
recognition for excellence in education, provided sone
interesting insight into their perceptions of the school

librarian (Mugnier, 1979). These comments included:

I have been toying with the idea of a learning resource
center that would replace the classroom altogether.

We expect them (librarians) to determine how best to serve
those who will never learn from the printed page.

We would like them to be involved in curriculum planning,
especially in alternative education.

Too often they do not know the curriculum, do not know the
administrative role they should play.

Librarians seem to be very insecure. They are not familiar
enough with the curriculum areas.

They should bring different abilities (into the school)
than the classroom teacher. We hire them to provide
diversity, not more of the same (p. 21).

Teachers seem to view the librarian as a master of clerical
and technical duties who manages the media center and
supplements instruction. The lack of a self-defined job
description often causes teachers to view the job of the media
specialist with envy--no lesson plans, no papers to grade, and

no grades to average. Often teachers resent librarians whom

they see as doing little more than keeping order on the shelves

and silence in the library (Grazier, 1976).




But the role of the librarian is a complex one involving
many aspects of the total school curriculum. In a study by
Mahajerin and Smith (1981) on the role of the librarian, a list
of criteria was devised that included a wide range of duties
that a school librarian performs. The list included:

1. Plans, manages, and evaluates the school media program.

2. 1Is an open, caring person; good personal relationships.

3. Works toward achieving standards of the American
Library Association.

4. Provides leadership of school materials selection
policy.

5. Promotes varied interests of students in instructional
program.

6. Works as a team member with teachers on selecting
materials.

7. 1Is systematic, deliberate, and methodical in
operations.

8. Is present in the media center all day.
9. Keeps media center open continuously.
10. Has an equal voice in curriculum goals.
11. Provides assistance in use of computer-based materials.

12. Has an equal voice in the design and location of the
media center.

13. Assists teachers in conducting research.

14. Attends curriculum meetings to suggest learning
materials.

15. Provides for planned activities for student social,
emotional growth.
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16. 1Is assertive, dynamic, and takes initiative in
personal relations.

17. Supports the development of district and regional
networks

18. Attends and actively participates in professional
meetings.

19. Assists teachers in selection and use of televised
materials.

20. Teachers library skills.

One possible explanation for the lack of a clearly
defined role for the librarian might involve the drastic
change in school philosophy and organization that has taken
place in education. The result has been the shift from the
librarian's traditional role as teacher-centered to a
learner-centered one. And while the librarian is clearly
also a teacher, the traditional teacher evaluations are no
longer appropriate in evaluating the many tasks the school
librarian must perform.

But the confusion over evaluation procedures is
certainly not just limited to the librarian. During the
past few years, major changes have occurred in evaluation
philosophies. Largely due to the monetary crunch felt in
most school districts, evaluation now seems to be viewed as
a criterion for promotion, salary advancement, tenure, and
even grounds for dismissal of teachers (Grazier, 1985).
Publications calling for reforms and higher standards in the
Public shcool systems of America have indicated a need for

recruiting better students into the teaching profession,

better training of teachers, and improved methods of




supervising and evaluating practicing teachers. A Nation at
Risk, a report which resulted from a Presidential Committee
appointed to review public schools in the United States,
recommends :
Persons preparing to teach should be required to meet
high educational standards, to demonstrate an aptitude
for teaching, and to demonstrate competence in an
academic discipline. Coleges and universities offering
teaching preparation programs should be judged by how
well their graduates meet these criteria (National

Committee on Excellence in Education, 1983, p.30).

The public wants evidence that teachers are effective
in their jobs or that efforts are being made to either
improve their performance or remove them. In an attempt to
hold teachers accountable for performance and effectiveness,
various proposals for teacher evaluation and minimum
competency testing have been adopted by boards of education
and state legislatures (Webb, 1983). While most educators
agree that teacher evaluation is important to ensure good
teaching, the procedure for evaluation is highly
controversial. One major problem is that there is no clear
definition of what characterizes an effective teacher, and
consequently, no definitive measure for evaluation.

Instruments for evaluation are available commercially,

but schools generally try to develop standards that will




meet the needs for their individual districts. While

evaluation forms vary widely from district to district, the
Missouri Performance Based Teacher Guidelines, a handbook
developed by the Missouri Performance Based Teacher

Evaluation Committee in 1983, provides for the improvement

of teacher instruction. (A copy of these materials can be

found in Appendix C). This newly adopted system identifies
job-related criteria. Expectations and responsibilities of

the teacher are clearly defined in the instrument, rather than
providing only a checklist to let teachers know what they are doing
wrong. In developing this evaluation procedure Dr. Turner Tyson,
assistant director of teacher certification for the Department of
Elementary and Secondary Education and chairman of the Performance
Based Teacher Evaluation Committee realized after

investigating evaluation procedures in other states, that a

need existed for common procedure and process for performing

evaluation (Missouri Schools, 1984). The 19 criteria

developed by the Performance Based Teacher Evaluation
Committee and adopted by the Missouri Legislature are
Probably representative of most evaluation instruments. The
19 criteria include:

1. Demonstrates appropriate preparation for classroom
instruction.

2. Implements a variety of effective teaching techniques.

3. Provides opportunities for individual differences.




4. Implements instructional objectives effectively.

5. Demonstrates a knowledge of subject matter.

6. Uses a variety of teaching materials effectively.

7. Uses instructional time effectively.

8. Demonstrates ability to motivate students. ‘

9. Demonstrates ability to communicate effectively with
students. ‘

10. Provides students with specific evaluation feedback.

11. Organizes classroom environment to promote learning.

12. Manages student behavior in a constructive manner.

13. Demonstrates positive interpersonal relations with students.

14. Demonstrates positive interpersonal relations with parents/
patrons.

15. Demonstrates positive interpersonal relations with the
educational staff.

16. Participates in professional growth activities.
17. Follows the policies and procedures for the school district.

18. Assumes responsibilities outside of the classroom as they
relate to the school.

19. Demonstrates a sense of professional responsibility.
While most of these criteria could also apply in some
way to the school librarian, the list is very broad and in
no way focuses on the specific duties of the librarian.
Nevertheless, many school districts use the forms developed
from this list to evaluate the librarian. As a result, an

evaluation conference between the principal and librarian,

when based upon such a general teacher evaluation
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instrument, results in the principal's having to write "not
applicable" for many criteria.

The problem of providing more effective evaluation
procedures for the school librarian involves two basic
questions: What performance items and evidence of
performance are appropriate for evaluating the librarian and
what procedures should be followed to successfully involve
the librarian and principal in the evaluation process?
Seeing the need for a specific librarian evaluation
instrument to resolve questions such as as these, in 1984
Missouri's Statewide Committee on Performance Based
Evaluation developed criteria to be used for evaluating the
school librarian. These criteria are an extension of the
performance based teacher evaluation procedure. The
specific descriptors originated from committees of the
Missouri Association of School Librarians. A copy of these

materials can be found in Appendix B.

Rationale
It is apparent that there is a need for an effective
evaluation procedure tailor-made to the specific duties of a
school librarian. Too many of the evaluation procedures
tend to emphasize the traditional classroom observation
approach, which is not appropriate for most of the work done
by the school librarian. To be treated fairly and evaluated

effectively, librarians must be evaluated in terms of the
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full range of their activities and responsibilities. Such
an evaluation system would increase the morale of the
librarian by recognizing that he/she plays an important and
unique part in the total operation of the school program.
With the adoption and recommendation for use of the

Missouri Performance Based Evaluation for Librarians, a

standard guideline is now available for use in all school
districts of Missouri, one that provides detailed criteria
and descriptors of the responsibilities of the school
librarian. Since this process is now available for use by
any school district to develop or adapt to fit individual
needs, it was the purpose of this study to determine which
school districts in St. Louis County evaluate the school

librarian according to the Missouri Performance Based

Evaluation for Librarians, and if not according to this

method, what other methods were used.

Summary
There exists today a serious lack of communication
between librarians and principals regarding what the role of
the librarian should be. Because there is no clearly
defined role, many school districts provide no specific
method for evaluating the librarian. While both the

librarian and the principal want to do a good job, there is

no clear guideline as to how or what the librarian should
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contribute to the total school program. The process for
evaluating school faculty members has primarily been aimed
at classroom teaching performance, resulting in the fact
that the school librarian must go through the same process
of evaluation and meet the same standards set for teachers.

The adoption of the Missouri Performance Based Evaluation

for Librarians which provides specific criteria realated to

the responsibilities of the school librarian, is a positive

step towards recognizing the unique role the librarian plays

in the total school program.




CHAPTER II

Review of Literature

Background and History

The need to identify the role of the school librarian
becomes even more apparent when examining research into this
subject. For over half a century the school librarian has
been described as an instructional leader, curriculum
consultant, and resource consultant. References in textbooks
from the 1930's and 1940's indicate the need for a librarian
in the school program. But not until the 1950's,
specifically with the launching of Sputnik in 1957, were
cries for excellence in education heard across the country.
Suddenly federal funds were made available and the school
library became a resource center, not simply a place to keep
books. The school librarian began to take on a greater role
in instruction, reflecting the changes that were occurring in
the basic philosophy of education. The most important
changes that affected the school librarian involved the
emphasis upon the child as an individual, recognition of
individual differences, the use of resources for information,

and the idea of small-group learning activities (Craver,

1986) .
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In an article published in 1958, a recommendation was
made that clearly defined the instructional role of the
school librarian in relation to the faculty and

administration. The writer recommended that principals,

teachers, and librarians get together to develop a program in
which library instruction skills would be incorporated into
every subject area (Ahlers, 1958).

By the end of the 1950's , audiovisual materials were
being introduced into the curriculum, and the library was no
longer being used simply as a study hall. Thus progress was
being made towards establishing the role of the librarian as
a definite part of the instructional program. The American
Association of School Librarians acknowledged this role of
defining the school library as a center for print and
nonprint instructional materials and the school librarian as
"coordinator, consultant and supervisor of instructional
materials" (Gates, 1968).

During the 1960's the role of the librarian as an
instructor seemed to evolve more rapidly than it did in the
1950s. This was probably due to the enormous changes in
education during this time, the variety of curriculum changes
offering fine arts and vocational education in addition to
the traditional subjects. Librarians began to take a more

active role in the school curriculum. Preparing teaching

material, in-service education for teachers, and evaluation
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of the use of instructional materials all became part of the
librarian's responsibility.

In the late 1960's the American Association of School
Librarians and the National Education Association recommended
the concept of the school library as a media center, a
recommendation which greatly contributed to the changing
instructional role of the school librarian, henceforth to be
known as the school library media specialist (American
Association of School Librarians, 1960).

Economic problems as well as a country faced with a
serious energy shortage found the education system a target
for criticism during the 1970's. Cries for higher student
achievement and back to basics were met by schools having to
reexamine their goals. Librarians were asked to provide more
instruction of research skills, and greater use of
audiovisual materials. New standards set by the American
Association of School Librarians served to elevate the
instructional role of the librarian by recommending the
school librarian plan and participate in school curriculum
development.

But studies made during this period showed that while in
theory the role of the school librarian had drastically

changed, the actual role as viewed by teachers and principals

remained that of a traditional one. In one study it was
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found that among 450 teachers and administrators surveyed to
determine which roles of the school librarian were most
valued, the most accepted role concerned providing
information services (Kerr, 1977). As a result by the end of
the 1970's, the role of the school librarian had in theory
been elevated to one of prominence in the school program, but
in practice this did not seem to be the case.

The role of the school librarian in the 1980s continues
to adjust to the constant changes seen in the schools. The
declining enrollments, enormous dropout rate, one-parent
families, computer revolution in the school programs, overall
disillusionment with education, are all problems facing
schools everywhere today. The school librarian, just like
any other school faculty member, has to deal with these
problems which involve further changes in the role of the
librarian. The introduction of the computer into the schools
and the vast technology involved has presented the school
librarian with a new set of problems and a new role to
fulfill. In many instances the school librarian is expected
not only to provide computer software, but to help design
teaching units that will incorporate the computer into the

curriculum.
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Determining the Role of the Librarian

Many educators today still view the role of the school
librarian as that of the traditional one--dispenser of
printed material, organizer of the collection, with many
clerical duties. He/she responds to specific requests by
teachers for material to supplement the teaching program, is
perceived as a valuable part of the educational program, and
occasionally is invited to take part in curriculum planning
and evaluating (Grazier, 1976).

Librarians appear to be a "lonely bunch" according to a
study by Pfister and Towle (1983) of 14 schools in four
Florida school districts. This study found librarians felt
isolated from the rest of the staff and were not
knowledgeable about what services their colleagues in other
schools provided. The lack of clearly stated role objectives
was apparent in the views as expressed by principals and
other administrators involved in this study. While both
principals and even school board members expected and
demanded quality media programs in their schools, neither
could describe what these programs should be. This made
requests by librarians for larger budgets hard to justify
since library objectives were not clearly stated or

understood. Principals who met only once or twice a year

With the librarian made any possibility of her understanding
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what was expected almost impossible. Such isolation
prohibited the librarian's taking part in curriculum planning
with other librarians or with classroom teachers.

Research into the role of the librarian as perceived by
other school personnel was first done in the 1960s, when
evaluation procedures for librarians began to gain
acceptance. Studies then, as those today, focused on general
roles of the media specialist (Mohajerin & Smith, 1981).
These studies included:

1. Values and work satisfaction of the librarian and
the relationship of these factors to the media.

2. How media specialists, teachers, and principals
rated the importance of tasks.

3. The school superintendent's perceptions of the
school media program.

4. How media specialists perceived themselves.
5. Agreement between media specialists and teachers
regarding the use of instructional technology

in reading.

6. Conceptual differences between the school librarian
and the audiovisualists.

The majority of these studies used survey
questionnaires. The results of the various studies show how
long there has been a need to educate teachers and
administrators regarding the role expectations of the school
librarian and the total library program. Wilson (cited in

Mohajerin & Smith, 1981) reported on the role of the

librarian and found little agreement among respondents as to
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role expectations. Her study showed principals to have a
broader concept of the role of the librarian than teachers
had.

Pemberton and Smith (cited in Mohajerin & Smith, 1981)
also used a questionnaire to survey two school districts in
Georgia regarding the role of the librarian and found that
while administrators and librarians generally agreed on the
role, teachers did not. The greatest differences found in
role perceptions between teachers and librarians were in the
areas of curriculum and instructional planning, guidance for
teachers and students in selection, use of materials, and
team-planning role with the faculty.

The findings of these studies agree with more recent
investigations into the role of the librarian as perceived by
school personnel. Research by Stead and Scamell (1980)
involved a questionnaire submitted to 72 librarians to
determine the measure of role conflict, role ambiguity, and
job satisfaction. The results showed that role ambiguity and
conflict were related to the overall job satisfaction of
librarians.

A study of 24 librarian in Alabama by Mohajerin and
Smith (1981) presented a set of 70 items representative of
Six major categories appropriate for the functions of the

school librarian. The purpose of the study was to develop
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and evaluate an attitude questionnaire regarding the role
expectations of the school librarian as held by school
principals, librarians, teachers, and library media
educators. The six categories were:

1. Personal, progressional role

2. Scope and access of program

3. Power and participation of the librarian in school
program

4. Activist role

5. Leadership role

6. Instructional role

Approximately 380 forms were distributed and 220 were
returned. Of these, 170 were used for analysis. The results
were used to compute factor scores and then comparisons were
made among the four educator groups and against the
independent variables of level of teaching, education degree
attained, and years of teaching experience.

On Factor 1 it was found that media educators differed
from librarians with regard to the personal and professional
role of the librarian. This factor was viewed more
negatively by media educators than by librarians.

With regard to Factor 2, scope and access of program,
significant differences between media educators and each of

the other three groups existed. Media educator perceptions

Were strongly negative on this factor, while librarians were
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highly positive.

On Factor 3, power of participation, the media educators
differed from the group of principals surveyed. The fact
that principals and librarians differed on the power of
participation of the school librarian was not a surprising
finding.

No differences of any significance were noted on either
Factors 4 or 6, the activist and instructional role. In
Factor 5 dealing with leadership role, differences between
media educators and teachers were noted.

Differences among the five teaching levels were also
analyzed and it was found that on Factor 1 differences were
noted between higher educators and high school teachers and
between higher educators and K-12 teachers. On Factor 2 the
higher educators differed with each of the elementary, high
school, and K-12 groups. On Factor 3, higher educators
differed from high school teachers. Higher educators also
differed from elementary teachers and from high school
teachers on Factor 5. Again, on Factor 6 the higher
educators again differed with all other groups. The pattern
showed that the higher educators differed negatively in their
bPerceptions more so than any other group. This also held
true for the results comparing differences among degree

levels, but no significant difference was noted to years of

educational experience.
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A possible explanation for the fact that the media
educators' perceptions of the librarian's role differed from
the other groups might be that media educators in higher
institutions were conscious of the expectations for greater
status among school librarians, and perceived these
expectations differently than did practicing librarians,
principals, and teachers.

Research into the perceived role of the school librarian
reveals a slow pattern in the change of attitudes by all
types of educators, including the librarian him/herself.
Results of surveys indicate the need for role clarifications
that better describe the many aspects of today's librarian.
In order to recognize the role of the school librarian,
certain competencies nust first be recognized. According to
Davies (cited in Mohajerin & Smith, 1982) these include:

1. Knowledge of teaching methods, and skills of
librarianship

2. Knowledge of subjects, curriculum design and
interaction of the two

3. Knowledge of how to select, organize, and administer
media materials and equipment

4. Knowledge in depth of all media content

5. Knowledge of how to integrate the services of the
media center into the total school program

6. Knowledge of the science and art of communication

7. Knowledge of how to make instructional technology a
viable art (p.154)
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Problems and Limitations of

Current Practices in Evaluation

The first and most fundamental barrier to evaluation is
that it is frequently viewed by the person being evaluated as
a threat (DeProspo, 1975). For many, the concept of
evaluation is perceived as an emotional and personally
threatening ordeal. Often, with good reason, the individual
being evaluated views the evaluator as critically looking at
his performance and that the evaluation will be negative.

The result is an unhealthy situation, often with both parties
not being honest, and harboring deep feelings of animosity.

Shortcomings in evaluation are further hindered by the
measurement factor demanded by some administrators to be a
valid indicator of performance. In the case of the
librarian, such items of measurement have often been
circulation figures, number of students who use the library,
and the number of new books purchased. While such figures
are required from the librarian to comply with state
standards, they do not reflect the total performance of the
librarian.

Libraries rather than librarians are often judged by the

concept that quantity is equal to quality. The greater the

resources, student count, and circulation number, the better

must be the overall quality of the library. Because of the




tight monetary crunch felt by school districts, legislatures

and school boards are increasingly demanding better and more
explicit documentation of library records as a justification
not only for increased revenue, but to maintain current
levels of resource support (DeProspo, 1975).

Another barrier to effective evaluation is that an
evaluation serves several purposes that at times might
contradict each other. The person being evaluated may see
the procedure as routine, one that will have little if any
influence on his salary, promotion possibilities, or status
on the faculty. The evaluator may see the evaluation as a
means of improving a particular individual's performance.
Because an evaluation is done just once or twice a year, it
may not serve its purpose and is viewed by some as not worth
the time, money, and emotion involved (DeProspo, 1975).

Most evaluation instruments used today are judgmental
(Pfister & Towle, 1983), not specifying role objectives of
the media specialist as discussed earlier. Three additional
problems with evaluation procedures are that they are not job
specific, they are not perceived as valid, and they rely
heavily on traits for evaluation. Job specific refers to the
fact that most evaluation instruments for librarians are too

general. Librarians are often evaluated according to the



same form used for classroom teachers which list many items

that in no way apply to the librarian. Even districts that
do provide an evaluation form designed for the librarian
still have a problem with the specific job description.
Items that would apply to an elementary librarian would
frequently conflict with the tasks of the high school
librarian.

The validity of items appraised on an evaluation is
another limitation to effective evaluation. Criteria used
are often based on professional standard statements that
neither the administrator nor media specialist perceive as
essential in their school. In Pfister and Towle's
(1983) study of essential competencies in Florida, it was
found that only 21 of 62 librarian competencies were
considered essential by a stratified random sample of
teachers, principals, and librarianms.

Evaluation forms that use traits as measurement rather
than observable characteristics are not reliable. Words such

as commitment, creativity, loyalty, and initiative are not

easily defined in observable patterns of performance.
Appraisal items need to be clearly defined and understood so
both the media specialist and the evaluator have a clear
understanding of the goals and the expected job performance.

In order to determine the current status of the
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evaluation procedures for the school librarian, a recent
survey by Coleman and Turner (1986) was conducted of all 50
state education agencies. Responses were received from 43
states for an 86 percent return rate. Approximately
one-third of the state education agencies had recommended or
mandated forms for the evaluation of the school librarian.
Nineteen states indicated no plans for recommending
evaluation procedures for librarians. Of the 75 percent who
now have or are developing librarian evaluation procedures,
all indicated that the main purpose of evaluation was to
improve the performance of the librarian. The remainder
indicated the evaluation was intended to document decisions
regarding personnel retention or termination, and the
awarding of merit pay.

Some states provided for no flexibility whatsoever on
the local level, but specifically outlined the evaluation
procedures. On the other hand, other states provided broad
general guidelines to be adapted as school districts found
necessary. Other districts were required to develop their
own evaluation criteria that then had to be approved by the
state education agency . Of particular interest was the fact
that 40 percent of the respondents that had evaluation forms
said that the form used to evaluate the librarian was the

Same as that used to evaluate the classroom teacher.
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In states currently developing an evaluation procedure,
school librarians were involved in designing the evaluation
forms. While these already included a description of the
work performed by the school librarian, many did not clearly
present the role of the librarian. Most covered a variety of
areas found in the library program such as reading promotion,
library skills, and managing the library collection (Coleman
and Turner, 1986).

Alternatives to Evaluation

Mendiville and Lukenbill (1975) suggested the concept of
Organizational Development as an alternative to the
traditional teacher evaluation procedure. Organizational
Development is the concept of identifying and diagnosing
problems based on data generated from within an organization.
According to their article, the Organization Development
takes a more constructive approach and is less threatening
and judgmental than many evaluation procedures. At the same
time it can improve both efficiency and teacher
effectiveness. In using the Organizational Development
method, the term "intervention" is used for the introduction
of Organizational Development into a system, referred to as
the "clients". An outside expert, or practitioner, conducts

the intervention process. The idea of the Organization

Development could be used for the librarian because it deals
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with changing beliefs, attitudes, and structures so it can

better handle new technology and changes in the library.

Because the Organization Development method is a highly
psychologicial one, it would be beneficial in resolving role
conflict among individuals. Teachers who perceive the
librarian differently than the librarian perceives
him/herself cause an emotionally charged environment that
will not change until the conflict has been resolved.

Other features important for the Organization
Development process are goal setting and planning.
According to the Organization Development idea, the more
people that are involved in setting goals for an
organization, the greater the chances are for achieving those
goals. A work team concept is used to set these goals which
may include changing beliefs, traits, or relationships within
the team. Skills involving communication, listening, and
dealing with people are discussed by the teams with the
objective being for the individual team members to examine
their own personal theories about their colleagues and the
organization. These skills and training incorporated into a
staff development approach to evaluation are:

1. The total organizations works toward the planned
objectives.

2. Tasks are assigned according to need.

3. Decisions are made near the sources of information
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4. The reward system is based upon production
performance.

5. Feelings are openly shared.

6. Conflicts are resolved by problem-solving methods.

7. The organization is an "open-systenm".

8. Individuals and groups learn from their own
experiences which are shared with the groups
(Mendiville & Lukenbill, 1975).

The authors recognize the problems the Organization
Development process would present in the school environment.
The lack of clear role distinction between the teacher, the
principal, and the media specialist results in their acting
independently of each other, thereby preventing the
fundamental idea in Organization Development of open and
frank problem solving through interaction. A substantial
expense is also involved in adapting the Organization
Development system and this also poses problems for school
districts most of which are hard-pressed for finances. The
concept of the Organization Development also involves a
considerable amount of planning and training to implement the
program, all of which takes time, another commodity schools

do not have in abundance.
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Suggested Methods for

Evaluating the Librarian

In 1971 an article by Johnson and Sloan in the Harvard

Business Review outlined four major trends in evaluation }

procedures:

1. Traditional views have been expanded to include the
functions of the individual in the total program.

2. Evaluations are being used more for planning than
for performance control.

3. Supervisory rather than nonsupervisory personnel are
doing the evaluating.

4. Research into evaluation methods has led to more
sophisticated procedures.

Sixteen years later, examination of the literature on
evaluation indicates these trends still hold true, but
regardless of the evaluation method used, the evaluation
model itself should possess certain characteristics. First,
the model should state in clear language as many measurable
criteria as possible. Second, the recommendations made
should be realistic, not too wide or short-ranged. Third,
the information covered should relate to the entire library
program, not just certain areas. Fourth, the evaluation
model should be accurate to the particular school and be an

improvement over previous methods of evaluation (DeProspo,

1975).

Three fundamental purposes of personnel evaluation are

to improve performance, prepare a plan for future action, and
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provide guidelines as to how the employee is doing (DeProspo,
1971). A program to achieve these objectives might include:
1. The media specialist meets with the administrator to
discuss the job description and the importance of
her major duties.

2. Performance goals are established.

3. The media specialist meets with the administrator to
discuss these goals.

4. Ways of measuring progress towards these goals are
established.

5. At the end of a specified period of time, the media
specialist and the administrator again meet to
discuss achievement of the goals.

While a drawback to this procedure is that a great deal
of time is involved, the advantages outweigh the
disadvantages. The media specialist knows the basis on which
she will be evaluated, both the media specialist and the
principal have agreed on the job description, targets have
been set and agreed upon by both parties, and the entire
evaluation procedure is one continuous process involving
planning by both the media specialist and the principal.

As discussed earlier in the paper, the role of the
school librarian must be clearly defined for effective
evaluation to take place. To find out what roles are
appropriate for school media specialists and how to evaluate
these roles, Pfister & Towled (1983) surveyed administrators,

Principals, and media specialists in 14 schools in four
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Sarasota County Florida districts. Prior to the survey a
committee was appointed to develop a job description for the
librarian. Throughout the 1979-1980 school year, sample job
descriptions from other districts were examined, portions of
which were adapted for the Sarasota County media specialists.
When it was decided that the media specialist and not the
program was to be evaluated, a first draft of the new
procedure was sent to the five principals and the media
coordinator in each district.

During the spring of 1982 all 30 school media
specialists and their principals used the new evaluation
instrument and were asked to choose three items they
considered essential in the job of the media specialist. One
of the most favorable comments from the media specialist and
principals was how effective the new evaluation was in
promoting conversation during the conference. Areas
identified as needing improvement were discussed without
offense by either participant. The evaluation form also
proved helpful for the principal who could use it as a guide
when interviewing prospective media specialists.

School principals gained a better understanding of the
roles and functions of a librarian and became more aware of
Problems he/she might encounter. The following ten
recommendations for school districts implementing a new

evaluation instrument for librarians resulted from this




study.

1.

32

These recommendations were:

Adapt the models: Many models must be carefully
examined and areas adapted to suit the needs of the
individual district.

Provide leadership: Outside assistance should be
sought from the state department of education, other
districts, or universities.

Get support: Seek assistance from those favoring a
new evaluation system.

Establish a district-wide time frame: Too much time
will be wasted unless a specific date is set to have
the test model ready.

Establish building level review policies: The
evaluation instrument needs to be reviewed when
changes in the staff occur.

Improve the models: Include a list of resources
necessary to accomplish each duty.

Consider other uses for the models: The models are
excellent guidelines for planning, selecting
employees, and for increasing communication.

Examine the needs of all school personnel: Other
areas of evaluation often neglected include guidance
counselors and music teachers who also would benefit
from revised evaluation methods.

Provide inservice training: The actual techniques
for evaluating should be reviewed and improvements
made.

Examine the reward structure: Ideally, merit pay
should be related to job performance and goal
accomplishment. Principals should be rewarded for
conscientiously working with the media specialist to
set goals to improve the media program (Pfister &
Towle, 1983, p. 118, 119).

Another study that was also done in Florida was

conducted for the purpose of improving evaluation procedures
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of librarians (Pfister, Sprimont, & Vincelette, 1986). Prior
to this study librarians in Pasco county were evaluated on a
classroom teacher's evaluation form. A draft stating major
missions with supporting goal statements was written and sent
to all principals and librarians in the county. After
revisions were made, the committee developed a performance
appraisal instrument for librarians.

Performance evaluation is a diagnostic process that
involves objectives and self-evaluation. The main features
of performance evaluation include:

1. Job clarification, definition, and description

2. Establishment of job targets of goals

3. Plan of implementation of the goals

4. Agreement on method for measuring effectiveness

5. Developing a method for assessing the data

6. Follow-up conferences (Fast, 1974)

One goal of performance evaluation is to improve
instruction rather than rating an individual's
characteristics. The principal oversees the librarian and
frequent conferences are held to compare ideas about job
targets or goals. Suggestions are made for improvement or
modification of goals, rather than pointing out only areas

marked as unsatisfactory.

Performance evaluation has been adopted by many school
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districts because of the built-in motivational aspects of the
program. The New England School Library Association compiled
a list of guiding principles for the purpose of designing an
inservice program for librarians. These principles included:

1. Staff development must be a continous process
because of the constant changes that take place in
every area of education.

2. Participants in performance evaluation should play
an active part in determining their roles and
assessing needs.

3. There should be a mixture of planned group
activities and self-instructional materials that
expose all areas of learning.

4. A variety of methods should be available to allow
participants to choose the technigue for measurement
best suited to them.

5. Ongoing evaluation allows for feedback to be used as
a guide in making changes in the programs.

6. The programs for designing staff development or
performance evaluation should provide release time
so as many staff members as possible can participate
(Fast, 1974).

Similarly the Missouri Association of School Librarians

has recommended a list of criteria based on the Missouri
Performance Based Evaluation for teachers, but adjusted to

the tasks of the librarian; their criteria are:

1. Recognizes the critical role of information
retrieval in the future of education.

2. Establishes and maintains an environment in which
students and staff can work at productive levels.

Manages student behavior in a constructive manner.
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