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It is a great pleasure to comment on Dr. Worthy's paper. It is much
more to my liking to compliment him, and attempt only to reinforce or
elaborate somewhat on the points he has made, than to feel it necessary
to criticize or quarrel. Unfortunately, there have been sessions at past
professional meetings in which non-archivist speakers have exhibited
an almost total lack of knowledge or even interest in what archives
are and archivists do. Dr. Worthy not only knows his business-
management-but knows, or found out, about archives and archivists,
too. Moreover, he did not take this opportunity to impress us with the
complexity of his field, making us feel that good management can come
only with two years of graduate training in the field and with an
arsenal of forms, methods, MBOs, ZBBs, PERTs, decision trees, and
means-end chains. Instead, he focused directly upon what we as admin-
istrators should be doing: managing rational and well-run archival
operations that meet the needs of our institutions and our users, and
that provide places that are pleasant and professionally satisfying for
the people who work there.

Dr. Worthy's concluding idea is that the right kind of management-
emanating from the right attitudes on the part of leadership-can
improve the effectiveness of the organizational effort and can"materially enrich the quality of human life at work." Management
literature is full of words such as "activating," "controlling," "moti-
vating," and "rewards." The books and articles reflect different degrees
of concern for the feelings of the people who do the work, but some of
them give the impression that there are practically guaranteed ways to
make people behave in certain ways. Certainly much thoughtfulness
and planning must go into good management, and there are techniques
that can help get the work done, and done well, and there are ways of
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interacting with our co-workers that will either inhibit or facilitate
productivity and personal satisfaction. However, enriching the quality
of life at work is a pressing social concern that should underpin all our
management efforts, and we in archives-mostly placed in institutions
of higher learning, public historical societies, religious orders, and other
service or "not-for-profit" settings-have a particular mandate and
particular advantages in doing so. An archives should be a place where
humane qualities and shared values not only can exist but are indeed an
integral part of our work and our mission. Can we study history, or work
with those who do, believing that what we learn from the past can help
us to design and live a more humane and beneficial present and future,
without also placing high importance on the "character," "integrity,"
"respect for others," "fairness," and "justice" that Dr. Worthy has
described as the foundation of good management? I think not.

I will focus on just a few other points in the paper, and a few of my
own. These are the "givens" that Dr. Worthy mentioned: the relation-
ship between responsibility and authority, some of the uncontrollable
factors that complicate the lives of archivists, and the matter of
defining objectives.

First, let us consider the "givens" for those of us in larger institu-
tional settings. There may (or may not) be clearly defined personnel
policies, purchasing procedures, budgeting mechanisms, salary scales,
performance appraisal systems, reportability and accountability
procedures, and the like, and their clarity and specificity may vary
significantly. First of all, we must, as Dr. Worthy has pointed out, know
our particular business: the principles and practices of archivists and
manuscripts curators. As he also said, we must learn about our institu-
tion and the way it works, formally and informally.

I believe in trying to get things clarified; in encouraging not only my
division but the whole institution to come to grips with hard issues
and spell out the choices and decisions made; to use the tools and proce-
dures of the institution to accomplish what we in our division believe
necessary; and to attempt to effect change when current practices are
debilitating. Certainly an archivist in a business corporation, or in a
Big Ten university, cannot make many changes in the institution itself.
You might think that true, too, of an institution the size of the
Minnesota Historical Society, with 300-350 employees and a multiplicity
of divisions and jobs and concerns and audiences, beholden to the state
legislature, the federal government, and private donors and foundations
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for its financial support. Yet our division's experience is one example
of what can be done even within a set of "givens." We learned the ropes
and did everything that was required in terms of reporting and
accounting, not in a perfunctory fashion but as well as we could and
with enthusiasm. Then we went beyond that to institute, within our
own division, some other methods and activities that we thought neces-
sary for our purposes and that we believed should be done institution-
wide.

In other words, you can look at administrative requirements as
opportunities to do what you should do anyway, and can refuse to settle
for a lack of things you think you need in terms of institutional
management. At the very least, you can have good management within
your own little setting. Furthermore, through the precept and example
of our division, some of our practices have been institutionalized and
formalized. One example is performance appraisals. We had no institu-
tional requirement for them, and in fact when we designed forms and
implemented a system for the Division of Archives and Manuscripts,
we ran into some opposition from the administration and from other
division heads. Yet now the MHS personnel manual requires periodic
performance appaisals, and forms are distributed throughout the
Society. We also began a few years ago to prepare annual work plans
(including review and reassessment of goals, objectives, and work
allocations) just prior to the beginning of each fiscal year. Possibly
other divisions did the same, but until recently there was no adminis-
trative requirement to report work plans except through biennial
budget requests. However, as part of a 1979 NEH-funded self-study,
every division was required to prepare a 1980 work plan.

The question of responsibility and authority is closely related to that
of adapting to institutional requirements. Just as you need not accept
"givens" willy-nilly, you should also assess whether you, as an archival
administrator, have the authority to carry out your responsibilities. It
does not necessarily come hand in hand with a job title. In fact, this
insight should be kept in mind at all levels as job descriptions are
written and as policies and procedures are established. You, and every
employee, should know what kinds of decisions you can make, and what
you can and cannot do without going "upstairs." Policies, plans,
programs, and performance appraisals are nice, but they can be exer-
cises in futility without the authority to implement them or to take
timely action. You must be prepared to document and demonstrate the
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kinds of authority you need, and to ask for it. Then you must exercise
it responsibly, and use common sense in judging when a situation or
the sensitivity of an issue requires concurrence or reinforcement from
a higher authority. A good administrator must be willing and able to
accept and use authority, and be prepared to accept responsibility for
actions.

Other factors in our profession can be called the "uncontrollables."
Every business and profession has them, of course. A president of a
corporation cannot know exactly what the economy will do in the next
year or five, or predict a truckers' strike Chat severs the sources of raw
materials, or foresee an oil embargo that either cuts into necessary
supplies or raises costs 100 per cent. But a responsive manager can
take action to deal with such vagaries or crises-people can be laid off,
plants closed, new products developed; or the archives, which is only
an expense anyway, can be eliminated.... Academic or not-for-profit
institutions, public service agencies, and religious orders operate in a
different climate. Their product (mission) cannot be changed substan-
tially. There are factors such as tenure and implicit bargains that must
be honored. All we can do in the face of budgetary and other constraints
is determine how to do what we believe we must do in a more economical
fashion, or reduce our ideas of minimal service or our standards of
quality.

There is an abundant literature in the library field on administration,
planning, budgeting, and other managerial tasks, and although much
of it seems obtuse and jargon-laden, much can be related at least
partially to archival work. But some "uncontrollables" are unique to
archives, at least tosome degree. For instance, almost all of us are still
actively collecting or receiving materials. One of the tenets under which
we operate is that we must document modern society, and we do that
by continually seeking new materials to add to our holdings. But our
planning-in terms of space, staff, and money-has to be somewhat
tenuous because we do not know what is out there and when or if we
will acquire it. We address this problem by developing collecting
policies and parameters, by determining how much of our resources
will be put into acquisitions work and how much into processing, and
in other ways.

An example of the "uncontrollable" factor at the Minnesota Histor-
ical Society was our decision to begin collecting modern political
papers. This led to the acquisition of the Hubert Humphrey Papers,
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which we knew would require a great deal of space, money, and staff
time. But we did not know that Senator Humphrey would die in
January, 1978, and that we would receive shortly thereafter more than
a thousand feet of papers, to say nothing of personal effects, tapes,
photos, and his library. We suddenly had to re-plan and reallocate. Nor
did we know that our last governor would order all state agencies to
clear out all obsolete records immediately. This had grave ramifications
for the State Archives. We again shifted our priorities to take up at
once and in a big gulp a program that we had planned to carry out in a
more controlled fashion over many years. Since the governor was not
re-elected, much of the program was not implemented, but the spinoff
effect has been a raised consciousness about records storage in the
agencies and a continuing high level of activity in the disposition of
state records.

The point is that we cannot merely allocate "X" amount of dollars
for acquisitions, as can a library, and make that allocation on the basis
of how much we can accession and catalog in a year. We deal with
donors and public officials who have their own timetables, agendas,
and life cycles. Other "uncontrollables," such as the paper explosion
and the development of machine-readable data systems, may also
require us to retool and retrain. We must be able to identify these
uncontrollables and make tough decisions, declining materials we
cannot handle (unless, as in the case of a state archives, we must take
them), and realizing that we cannot be everything to everyone and that
we cannot do everything, at least not well. Most importantly, we must
have planning strategies, organizational structures, and operational
mechanisms that facilitate our abilities to reassess, redesign, reallocate,
or reassign to meet surprises and external demands.

The first task of management is to define objectives. This means
looking at institutional purposes, our audiences and their needs, stan-
dards and goals of the archival profession, and other factors. From
them flow priorities and thence programs and resource allocations. We
cannot drift along trying to do a multiplicity of vaguely defined or
unranked, but "good," things.

The author of a much talked about article on Jimmy Carter and his
presidential style says that one of the President's leadership problems
is that he "believes fifty things, but no one thing...; [he] thinks in lists,
not arguments; as long as the lists are there, their order does not matter,
nor does the hierarchy among them."' How many of us do the same?
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We cannot handle ten or twelve "priorities" of equal rank. We may try
to do so, but in fact something will come out on top and something on
the bottom-or nothing will come out at all, or a few incomplete and
haphazard things may get done. Defining objectives should be one of
our most important tasks. A great deal of work and some uncom-
fortable choices will be required to agree on a set that suits the needs
of a wide variety of interests-host institution, professional standards,
the day-to-day users of the collections, and the predilections of
administrator and boss. But do it we must. And then, of course, we
should rethink our objectives from time to time. If they were carefully
thought out in the first place, they should hold up. But we must remain
able to adapt what we are doing to suit the times and the climate,
without, of course, violating our professional ideals of the fundamental
goals and services of an archives.

FOOTNOTE

1. James Fallows, "The Passionless Presidency," Atlantic Monthly, 243 (May 1979): 42.


