WENDY DE FICHY

Affirmative Action: Equal Opportunity

For Women in Library Management

Women can achieve equal opportunity in library management
through Affirmative Action Committees. Several steps are suggested:
the determination of present status; assessment of library policies af-
fecting hiring, parental leave and promotion; some strategies to at-

tain managerial positions.

The only way for a woman, as for a
man, to find herself, to know herself
as a person, is by creative work of her
own. There is no other way. But a job,
any job, is not the answer—in fact, it
can be part of the trap. Women who
do not look for jobs equal to their ac-
tual capacity, who do not let them-
selves develop the lifetime interests
and goals which require serious edu-
cation and training . . . are walking,
almost as surely as the ones who stay
inside the housewife trap, to a non-
existent future. If a job is to be the
way out of the trap for a woman, it
must be a job that she can take seri-
ously as part of a life plan, work in
which she can grow as part of society.l

LIBBABY MANAGEMENT can offer women
work in which they may find themselves,
but because of sex discrimination, these
positions are more frequently offered
to men than women. For example, 80
percent of librarians are women, but
90 percent of library administrators are
men. Because evidence of widespread
discrimination in library management
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is well documented (Anita Schiller has
written several articles on the subject),
I propose to limit my discussion to the
actions which can, and in most cases,
should be taken to ensure women a
greater variety of professional oppor-
tunities.

Although the American Library Asso-
ciation has initiated policies pertaining
to equal opportunity for women (see
recent issues of American Libraries),
it will in most cases be up to individuals
to launch affirmative action programs
within their own libraries. Once the li-
brary staff and the community are cog-
nizant of the fact that women are being
discriminated against, it is unlikely that
the practice will be endorsed as com-
placently or routinely as it is now.
While men increasingly admit that sex
discrimination does exist, greater public
awareness is requisite before women in
the profession will be able to demand
better treatment and opportunities.

While most women librarians are
aware of discriminatory hiring and pro-
motion practices, they need to be made
aware of their abilities and potential.
“Women’s negative self-image is a ma-
jor barrier to improvement in their sta-
tus. The view of themselves as inferior
and lacking in intellectual and other
skills necessary for success prevents
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many women from trying and severely
handicaps those who do. . . . Left to
themselves, women will self-select into
occupations consistent with their self-
image, thus leaving unchallenged tradi-
tionally masculine fields.” (The point
is not that “men’s work” is inherently
more fulfilling or more creative than
“women’s work,” but rather that “men’s
work” has been given a higher social val-
ue and is therefore more highly paid.
A woman should have the same oppor-
tunities open to her.) Much of the re-
sponsibility for encouraging women to
develop their potential abilities should
be assumed by those women who have
succeeded in attaining high-level posi-
tions. Most people, with the exception
of the most highly motivated, need
someone to look to for inspiration and
guidance; forward-looking women will
benefit substantially from the support
of women managers in the library.

Women interested in developing their
potential should take advantage of any
opportunity to expand their interests
and sharpen their skills. By returning
to school, even on a part-time basis, they
can derive valuable insights and person-
al satisfaction. Moreover, they can set
an example for fellow workers and can
demonstrate to supervisors that women
do have motivation and interest.?

Given encouragement and support,
women will be in a better position to in-
fluence the development of an affirma-
tive action program. While strategies
will vary within different institutions,
those which may be useful include:

1. Reporting on discrimination as
brought out in library literature.

2. Discussing why it is important to
end sex discrimination in libraries.

3. Exploring legal aspects.

4. Speaking about myths pertaining to
women as workers.

5. Focusing on ALA policies designed
to end sex discrimination.

Such efforts may occasion the establish-

ment of the Affirmative Action Com-
mittee to be charged primarily with ex-
amining the status of women within the
library and making recommendations
for affirmative action.

The work of the individual must not
end here, however. Remedying the sit-
uation in one department or in one li-
brary will not end discrimination prac-
ticed elsewhere in the community.
Women should endorse local and na-
tional organizations aiming to effect
equal employment opportunities for
women—e.g. the National Organization
of Women and the Professional Wom-
en’s Caucus. Helen S. Astin suggests that
there should be “new tax laws that
would permit the professional and any
working woman to deduct expenses she
incurs by employing domestic assistants”
(this would include child-care costs).4
Women should actively campaign (e.g.
writing letters to congressmen and lo-
cal newspapers) for passage of such
laws. By supporting the establishment
of improved child-care centers, women
can do much to enhance their employ-
ability. If discriminatory practices are
not abandoned in libraries, librarians
can file a complaint with the Equal Em-
ployment Opportunities Commission
(EEOC). The Equal Employment Op-
portunity Act of 1972 (PL92-261) now
covers all academic and school libraries
and most public libraries (check with
any Regional Office of EEOC for fur-
ther details). Librarians who feel they
are victims of sex discrimination should
publicize their complaints both in the
library and in the community at large.

In order to recommend any changes
in policy, the Affirmative Action Com-
mittee must first determine the present
status of women working in the library.
This can be deduced from the answers
to questions including:

1. What percentage of the library’s to-
tal personnel are women?

2. What percentage of the administra-
tive staff are women?
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3. How many women have advanced
at approximately the same rate as
their male peers?

4, How did women managers reach
their present position?

5. How was their potential recognized?

6. What is the average length of ser-
vice of male employees? of female
employees?

7. On the average, do women man-
agers stay with the library as long
as their male counterparts?

8. Is there an earnings gap between
men and women in positions of
equal responsibility?5

In determining the answers to these
questions, it will be necessary to scru-
tinize the positions which women cur-
rently hold:

1. Are they dead-end positions, or do
they offer advancement opportuni-
ty?

2. Are the managerial positions “tem-
porary,” and if so, how long have
women held these positions?

3. What are the actual responsibilities
of women holding high level posi-
tions? Are they doing more than is
implied by their titles and/or sal-
ariesP®

If possible, the reasons why women em-
ployees have left the library should also
be investigated. Did they leave because
they were offered more responsibility or
a higher salary elsewhere?

The Affirmative Action Committee’s
next step should be to assess the library’s
policies relating to recruitment and hir-
ing, parental leave, and promotion.
Questions that should be asked include:

Recruitment and hiring

1. Are women being sought out for
high level positions?

2. Do recruiters unconsciously or con-
sciously discourage women appli-
cants for these positions?

3. Are questions asked concerning
marital status, number of children,
ete.?

4. What factors enter into the final de-
cision?
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Parental leave

1. Are women allowed to take leave
for childbirth without losing status
or seniority?

2. Do they receive remuneration dur-
ing this period??

Promotion

1. Do women have open to them the
same potential career paths as men?

2. Do we have a system for identify-
ing qualified women?

3. Are annual performance appraisals
sexually unbiased?

4. Are women (as well as men) of-
fered the chance to prove their po-
tential in management training and
development seminars, job rotation,
ete.?

5. Is there a procedure by which a
woman can appeal to her super-
visor if she believes she is not being
promoted rapidly enough?®

6. Is the decision for promotion of
men and women based upon equal
standards?

During the committee’s initial inves-
tigation, attitudes of both men and
women within the organization must be
researched. This is a more difficult area
to investigate than those already dis-
cussed, and it may be necessary to call
in professionals in order to gather the
information. It is important both to
identify the attitudes and to determine
how strongly they are held.

Finally, the Affirmative Action Com-
mittee must ensure that they have the
full support of top-management. With-
out adequate resources and authority
(which only top-management can give ),
implementation of the committee’s
plans cannot be effective in producing
lasting change. Data that has been col-
lected pertaining to personnel, policies,
and attitudes should be used to gain the
necessary management support. It may
also be helpful for the committee to
prove that affirmative actions will bene-
fit everyone. Dennis Slevin maintains
that once top-management support is
obtained, “a clear statement of policy”
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should be distributed, thus leaving no
doubts as to the commitment and inten-
tions of the administration.?

The next step of the Affirmative Ac-
tion Committee should be to suggest
strategies which will increase the per-
centage of women in management, ef-
fect anti-discrimination policies, and
improve the attitudes of workers to-
ward women managers.

One reason why women have rarely
attained managerial positions can be at-
tributed to their family-oriented respon-
sibilities. The relatively low salary of
a woman librarian (as compared to that
earned by men and women in most
other professions) often necessitates a
greater dependence on her husband’s
higher-paying job. In such cases, her
choice of job locations becomes depen-
dent upon her husband’s. If she is a
mother, she is usually given the entire
responsibility of caring for the chil-
dren. The major obstacle confronting
the mother who wishes to work is the
difficulty and expense involved in find-
ing child-care. The Affirmative Action
Committee must strive to reduce the
problems of working mothers. Propo-
sals to further this objective include:

1. Raise the salaries of all library em-
ployees to a level equaling those of
“male” occupations with commen-
surate requirements.

2. Close the earnings gap between
men and women with similar quali-
fications and education in positions
of equal responsibility.

3. Provide child-care facilities for
children of both male and female
employees.

4. Guarantee that a woman can re-
turn to her former job after mater-
nity leave (within a specified peri-
od of time) without loss of seniority
or status.10

5. Provide more job opportunities for
women with children; create part-
time or temporary positions, and
make work schedules more flex-
ible.11

Many women feel that the provision
of child-care facilities is fundamentally
requisite to improved job opportunities.
This may be too difficult and expensive
for a library to undertake single-hand-
edly, but given the cooperation of the
parent organization (the university,
company, etc.) and/or other local insti-
tutions, it can be easily accomplished.
Alice Rossi points out that universities
are exceptionally well-equipped for the
establishment of a child-care center.
Specialists in psychology, education, and
human development would help make
the center beneficial to the child as well
as the parent.!? Anundsen and Gould
maintain that the greatest attribute of
existing centers is that “they are for the
children of both male and female em-
ployees. Just the recognition that chil-
dren belong to fathers as well as moth-
ers—that day care centers are for fam-
ilies, not simply for women—is an im-
portant step in freeing women to take
on larger responsibilities outside the
home . . . day care centers reap benefits
in terms of morale, lower absenteeism,
and less employee turnover.”13

Upon reviewing the library’s hiring
and promotion policies, it will not be
difficult for the Affirmative Action Com-
mittee to decide what changes should be
made. It will generally recommend that:

1. Any qualified candidate be consid-
ered for all vacancies.

2. Interviews and decisions focus on
professional competence rather than
on marital status and/or sex.

3. Employers be taught how to recog-
nize women with managerial abil-
ity.14

Once a library decides to change its
hiring and promotion policies to end sex
discrimination, it must take steps to
compensate for discrimination practiced
in the past. Women who have not been
promoted to better job positions despite
their having the equivalent qualifica-
tions and experience of men who have
been promoted should be advanced to
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the higher level position or status for
which they are qualified as quickly as
possible. High level vacancies should be
filled with women (except when no
woman with adequate qualifications or
potential is available) until the number
of women managers is proportionate to
the total number of women librarians
employed in the library. The AAPW
Committee at Berkeley recommends that
“an optimum recruitment period for
job openings during which the Person-
nel Office searches for acceptable wom-
en applicants should be established. A
position may not be filled by a man un-
til this time period has elapsed.”® If a
man is hired, this selection should be
justified in writing to the Affirmative
Action Committee.

Many library administrators will re-
sent having to hire a woman when they
feel that a better qualified man is avail-
able. It is necessary to remind these indi-
viduals that one reason why men are
commonly held to be better qualified is
precisely because so few women have
had the opportunity to demonstrate and
develop their managerial abilities; it is
therefore imperative that steps be taken
to train women managers:

1. All employees should receive on-
going training in all library opera-
tions, thus insuring everyone equal
opportunity to develop the skills
necessary for advancement.

2. All employees should be encour-
aged to take management courses
offered outside the library.

3. A plan should be devised whereby
employees interested in advance-
ment can rotate positions.

4. Men and women should be repre-
sented in proportion to their num-
bers in the library on all library
committees and problem-oriented
work teams.

5. “Develop promising women, who
are not yet available for full-time
management, with assignments of
overflow management problems
that presently overburden the full-
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time staff, but are not yet sufficient-
ly accumulated to necessitate a new
full-time position.”16

In order to make these changes as easy
as possible, if will be necessary to de-
velop improved attitudes among the
staff. While the establishment of the
Affirmative Action Committee may have
eliminated certain ill-feelings, it may
have also reinforced others. Attitude-
change devices which may prove helpful
include:

1. Sensitivity training and role play-
ing, centering on the problems
women face in their employment.

2. Use of different media to document
the managerial potentials of women
and expose myths relating to wom-
en workers.

3. Group discussions to determine fa-
vorable and realistic ways in which
women may advance to higher lev-
els of management.!?

To maintain good attitudes, insure that
women managers are never isolated
from male employees. Both sexes should
continually be involved in work in
which they can interact as equals. It is
most important that male supervisors
have no doubts regarding a woman’s
capabilities; they should neither expect
the woman to know everything, nor ex-
pect that they themselves will have to
do much of the work. “By and large,
people perform according to what is ex-
pected of them. If you expect little
from your woman manager, she will
produce accordingly, unless she is un-
usually highly motivated. Do expect
your female managers to produce as
much and as well as your male ones;
give them help in areas where they need
help (as you would with men) and en-
courage them with promotions and pay
increases and all the accoutrements of
prestige, but keep them aware that they
must demonstrate their capability.”8

To guarantee that equal opportunity
for women becomes a reality within the
library, the Affirmative Action Commit-
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tee must continue to provide advice and
information to library administrators.
The committee must appraise period-
ically the status of women employees,
reporting its findings to library adminis-
trators. Of course, a library administra-
tion, once sensitized to the problem,
should provide its own periodic progress
reports to the staff. It is equally impor-
tant that employees feel that they can
bring any relevant grievances to the
committee. The committee should also
help recently-promoted women with any
problems resulting from supervisors’ or
subordinates’ attitudes.

It is hoped that an equal opportunity
library will influence employment prac-
tices within the community at large. Li-
braries can work toward this goal by
publicizing their affirmative action pol-
icies and by making the same efforts rec-
ommended to individual women. ALA
recommends that individual libraries re-
quest their library suppliers to adopt
similar employment policies. If the li-
brary or its parent organization has
started a day-care center, it should ad-
vise and inform other groups within the
community who are trying to do the
same. By making available a variety of
materials and current bibliographies
pertaining to women’s history, rights,
and status, the library offers tools which
may help to change existing social atti-
tudes.

It is important to remember that the
prevailing attitudes of men and women
rarely originate in their place of em-
ployment; they are usually fostered
much earlier in life by parents, teach-
ers, counselors, etc. Although a few in-
dividuals or a few libraries are admit-
tedly incapable of resocializing the en-
tire American society, they can prod the
parent institution, library schools, and
ALA into taking stock of the issues.
Clarenbach suggests steps to be recom-
mended by affirmative action programs
within continuing education:

1. Take affirmative action to promote
the employment of women to all
positions throughout the institution.

2. Make every effort to incorporate
women’s studies courses within the
various disciplines.

3. Counsel the counselors and train
the trainers to help them break
through the static concepts of
“women’s fields” and “women’s lev-
els of responsibility.”1?

Library schools have a dual role to
play in affirmative action, the first being
to offer a program of study which en-
courages women to take a more active
role in the field of librarianship. “Rath-
er than furthering the prevalent myth
that women cannot be successful admin-
istrators, graduate schools should try to
attract female candidates who can fill
leadership positions. Instead of discour-
aging women in light of their career
limitations, library schools should in-
novate in reducing these restrictions.”
Secondly, library schools can help wom-
en who want to return to work. For ex-
ample, they can keep librarians who
have taken parental leave informed
about professional concerns and devel-
opments. ALA could also function in
this capacity. Courses could be offered
to help librarians who have taken ex-
tended leaves renew their skills before
returning to work.2?

In addition to offering more women
a chance to develop to their full poten-
tial, the proposed actions will reap other
benefits. Decisions will incorporate not
only the male point of view, but also
the female: “the encouragement of the
natural complement of men and women
in business can result in a highly pro-
ductive mutuality. . . . The presence of
women on management teams adds a
new dimension, a new perspective.”?!
Women new to the library profession
will see that there is opportunity for ad-
vancement, and this will have a positive
effect on their morale and goals, and for
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women already employed in the library
system, this opportunity for personal
growth and status will act as an incen-
tive, making their jobs more flexible and
more meaningful. Throughout the li-
brary, there will be better utilization of
the resources of both men and women.
The attitudes of all staff are certain to
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improve, and it is to be hoped that these
will rub off on other members of so-
ciety. Children will receive better care
in improved day-care facilities. Most im-
portant of all, affirmative actions will
ultimately improve human relations
among people representing all strata of
society.
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