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ABSTRACT

The library cannot be considered as;an isolated »
entity, but must be considered in relationship to its place in the |
-international information network anrd to its place within the
institution which it serves. The library collection must also be
considered within its framework. Integrated management of the
collectionr implies that all aspects of library management impinge on
the ,developrent of the collection and cannoct be divorced from them.
‘Collection development, in this sense, leads to a systems approach in
which emphasis is placed on the information transmitted rather than
5 the physical form of the information. The library budget is one of
the factors which influence collection development; it should not be
the béglnnﬁhg of library planning but rather the end-prodact of the
plannimhg précess. The book budget as well as the total budget should
be based on the goals of the library. The structure of the library
determines to a large extent the way in which its objectives are
attained. The traditional departmentalized structure based on
function and not objective can still be viable if staff participation
__can weld it into a coherent whoie and if profe551onals are relieved
“of ¢letical work and freed to do planning and research. (JG)




INTEGRATED MANAGEMENT OF LIBRARIES AND COLLECTIOJ DEVELOPMENT
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At Regina in June 1972, the CACUL Workshop on Collection Deve[opmqnf(
_~~discussed qualitative and quantitative methods of evaluating e%?@szjve
library collections management. -Today we will consider, as an extension
of those discussions, cbn?epfs of Integrated matagemeni of collections -
- or their coherent develoﬁﬁenf as one element in the total library s;siem;
Superficia[iy, it may appear from the titles.of the three addresses that

you have been inveigled here under false pretences. | hope, however, i
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- fhat,whéq we- leave, we will appreciate that collection developmeﬁf is but
one aspect - albeit an important one - of internationa! information
resource management - and that while ftalking of the worid information o
network, The.library and the cOmmungfy, and integrated library managemenf,

we have indeed been discussing collection development.

A variety of influences is encouraging {ibrarians to con51der agaln Thexr
role(?) and that of the libraries in the communities They serve - |nc|udtng
re~examining the function of +he collecflon in relation to the goals of The
library. Among these influences are: the changing VIew of the rlbrary -

by clients and librarians - as a centre for information, with librarians as*
céTaIysTs in information transfer reac+ibns.rafher than +he custodians of

the accuﬁulafed know ledge of centuries; Fmproving communications - such as
vicual Te!ocommunlcaflons in contrast fo aural ones - within the reach of-

ally advanred computer facilities, also wufhin the reach of all; increasing
sobhlsfacaflon oi\llbrar|§ns as managers; and finan:iat conéfrainfs\made

more severe by inéreasing'cosfs and reduced income(S). e hall/eiémlne .

these InfluPﬂceb to deTermlne hovw best they can serve to |mpr0ve library serv;c¢
and, in parr'cu!ar, affect the development of collecflons to optimise the
resourgén gva:iable. | have deliberately juxtaposed one - financial constraints
with the statement of the intent of the woﬁkshop - fo detfe#mine how they can

:besf serve - to emphasise that even apparent adverse circumstances can be
turned to positive advantage if we adopt a positive éfTiTude_Towards them.

Later | shall be Fp@akang of the positive value of financial constraint.
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A particular library cﬁ!lecfion forms part of a spacific total library
system, whose components are the physical, financial and human resources
available; individual libraries are Eomponenfs of a worldwide retwork
or system of information centres. 11 .seems to follow that .individual
library coliecfions should be managad within the context of this network,

taking account of the conTrfbufionS of the other centres.

Within individual libraries the co!lection should be regarded as one
element of the information transfer system, wi+h“decisions on its
development made as par® of the decisions on the management of this system.
Too frequently, buuldlng the coliection is overemphasnsed To the point
where it is seemlngly ujdertaken without Taklng cogncsance of the inpact
upon ofher Eacets of the library's activity, to the detriment of the
avaifabifity and use oi the information contained.in the component élemenTs -
monograpﬁs, periodicals, documents, theses, microforms, records, fapes, etc.
- of the collection. . _ - '
Integrated management- of the cotlec}ion implies that all aspects -
organisation, budget, staff, buildings, infe;—library relationships, etc.

- of Iibrary management jmpinge on ‘the deve lopment of the collection,

which cannot be divordedwér isolated from them. F

These introductory remarks on concests of integrated management of libréry
collections have only lightly touched upon some questions uppermost in the
minds of many concerzéd with the role of libraries in the coming years:

The basic philosophy briefly expounded is that librarLes‘can.no tonger be
considered as isolated units serving the needs of their immediate clientele,
the collection cannot be considered in isolation from the other functions of
the library, and finally, information not the collection is 1he element

round which management of libraries shouid revolve.

A basic concept is the nature of the internztional information network
and the place of libraries in it. The nefwork is not confined o (ﬁ
"iibraries” and "information contres” (whether the latter be equated with
or separated from the former); it encompasses but is not restricted fto k

The "Yinvisible colloege" and similar informal arrangemants for the transfer
1



r

1.3
of ideas and knowiedge, museums and reiafed centres “ior the preservation
of objects relating to art history, science or ‘industry, which are open

n(4)

to the pubiic for ‘the study of these sub jects , (parenTheTicalfy, it

is interesting to note that in Britain the Pubiic Libraries Act of 1892

permitted the raising of a rate (or tax) for the support of a museum, and

that the Public Libraries Act of 1919 is apparently the only one under which
' (4)
)

museums and ai't galleries can be founded by local authorities in England ,
the media, and computerised data banks. Uﬁiess we g[earfy understand the
relaTthships wifhin this frameyork it wilj be diff}cuif to define the role
of Ijbra%ies and fo determine the goals of individual libraries, which in
turn dictate the policies under which col{ec+ions develqp. I+ is not my
funcTioniToday to conduct the further exploration of Th{S topic, thch we

shall be doing later under the guidance of Professor Ettlinger.

*

Each individual academic library and research library is part of a second

systim -~ the educational establishment within which it was founded and which
it immediately serves. |t behoves us to examine the relations of the part-to

the whole, and to consider the contribution of the iibrary to the educational,
cuitural and aesthetic aims of the -institution.- 1" do not intend to pursue o
this topic, which will be developed by Mr. Redmond.

Having infroduced and disposed of - to at least my satisfaction, ~ the twa

major topics of today's Workshop, | will Turn to the more wundane but

immadiate topic of the management of an individual collection within a sysiem

of infegraféd library management.

The ability of a library fo do its job - however that may be defined - depends
upon its ability fo deplioy the resources at its command. The resources are
the physical faciltities - including buildings, equipment and célleéfion; ‘
financial support - both for capital and operating expenses - at its command;
the siaff - with their knowledgs, experience, and undergfanding of their
clientele; and those resources it gains access to fhrough-association and
cooperaftion with other organisations. Achievement of the best results depends

on the optimum use of these rescurces, which implies that no.one element:can
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be considered witheut Taking account of the impact of decisions concerning
: 5

that element on all others. |1 féilows th at managomen of the collection

!

whole hlch is commonly me.arlsod in three documents. A statement of

con only be undelrtaken in the context of management of the Iibrary as a
Soals and ObJeCTlveS whxch outlines the philosophy of the library; the
budget, which is the numerical expressien in Tefms of dollars of programs

and cactivities required to' nmeet the .goals; -and the organisation chart, which

. is the graphic presentation of the structure Throuéh which the aspirafions

of the lzbrary will be met. A well Th0ughT out- statement of goals will
prOV\de a bﬂdrock foundation upon which can be constructed an edtf)ce of
programs and ﬁgflVl1leS whlle an ill-conceivéd one w:ll .prove to be a
qqicksénd inTb which a jumbje of progrdms and acti vrfues will sink. Thé

budget, rather than belng the end- producT of planning, xs often the

‘sTarTing point, and becomes the sTratT-JackeT which hampers development

and movement because of fhe restraints imposed by the ¢hongs of .y

"expnnd|+ure over which we-have no control". The organlsa ﬁgﬁ charT

whith was,orugnnally the pictorial representation of the I:brary s o

s+rucrure, laTer becormes The frame into which Subsequénf developmen**C arg

made to fit, irrespective of its approprjafeness fo Th§ new design.
i

Managemznt of the colflection within the perview of management of the library
.

leads to a systems approach, by which activity is tested against the quesfibns,

who, whot, why, when and hos. The most impokfanf for our purpose is

what is a litrary, fer from this sfems our understanding of what the library -

shouid be doing, hov it shouid be doan it, wher we should be doing ift,
where it is being done, and why we are doung Pt suppose the immediate
response of the majority of people to the question "What is a library?"
would be something like "a place where books are kept", or "a place in which

I can consult a book", - the emphasis being on the book. If this is the

definition W accept, our cmphasis will be on The ‘he book and our budgeting
and organisation will be directed fo the book, To which everything will be
subordinate. | suggest a more meaningful response fo the question would

be "an organic entity through which infermation, primarily though not

>

exclucively in printec form, can be ftransmiftted"”., I{ this is the definition

5
S 4



2
3
1

1.5

we accept, then.information becomes the central theme upon which budgeting |

and organisation can be based, with the book playlng an lgﬁarfanf but,

subordinate role. | would like to draw your attention to a second |mporTanT
difference in the responses - in the flrsT,Plocaflon" (a place) and "obJecT"

(the book) are central to the definition, while in the second "“ideas™

{information) and "unbounded activity" fbrganic entity) are centrail. | e

‘believe that thinking in terms of acquisition and dissemination of information

rafher than the coliection and circulation of books wilY add new dimensions i
to our thinking on budgef-androrganisation; and free us to explore unmapped p
- @ - : " i
fields of library development. %
~ . . ) .
| would like now to turn to the budget, which is one of the means by which

we summarise and describe the activities in which the library engages. To

. many budgef?ng is a mysteridus process about which they know little qu would

be contert to know less, becagse THey regard it é§ something separate %nd
distinct from matters wif% which they are direcitly concerned. In many )

instances ‘they do.not appreciate or understand the rglafionshfp between

“expenditure and the acTiviTy'Jhich generates that expendifure Also, programs

for the year: 's work and the budget are prepared 1ndepengenfly, so that The

K

«relaflonsh;p never becomes spparent. As | said earlier, the budget is ;//

/
/

frequently the starting pOI"T cf planning (if indeed these functions are noT .
considered sndepéndenfly) and not, as | beligve it shou!d be, an end- producf
of planning, during which it should be developed as an integral parT of the
planning proce5° g .

% . - -
Traditionally the library budget has been developed and reported: by llne—lﬂem.':r
thereby compartmentalising it and dIVOFClng i+ from the reality of operations.
How often have we heard pleas for extra sTaffkhincréased book budget,

: -~

reduction of administrative costs, .only to find;fhaf they cannot be responded

to because the staff element or the book budget cannot be increased - even

-though we may,bébprépared to reduce other expenditures to accomodate the

desired increases. 7o a great extent the CACUL Salary and Bppgef Survey

perpetuates thinking along these lines, as expenditures are reported for-
"Staff", "Acquisitions and Binding" and "Other". The circle is further closed
as individual! libraries test their budgets against others reported - the
percenfage'a!!ocafedbfo bcoks is high (this is good) compared to that allocated

"



- ‘ by o?hers or it is low (this is bad). Expenditures on staff are high (this
is good if salaries compare favourably witin National or Provincial averagea)

or they are low (this is bad if others can manage with less). | suggest

-~ TR

that Thic.kind of Thin<ing leads to the mediocrity of conformify, since
Ilbrarlwns become concefned to defend their budgets By comparisons. It also
iends to lead to the perperuaflon of the status quo, since experimentation

A and development along new llnes can onry rPSUIT in dlvergence from the
average. | further suggest that we should be proud of such d;vergencses,

noT defensive fowards them; we can become so if our budgeting is a distinct

.

part of planning, fully> integrated into the process-

- s
Y

To me there is little more arid ‘than man:éu!aflng f:gures representing
dollars and cents unrejated to. programs being unoeriaxen (Inngn P must
admit fo enjoying the’manipulation), and little more exciting than
qun@ssnng the emergence gf a complete pjcture of exp?ndlfure from the
jig~saw of the component parfs of a planned program. | believe Thaf if
more Ilbraruans (even Tho e who ‘do not particularly enjoy mafhémaflcs at
any level Y saw the budget in this InghT, fewer would feel that they are

engaged on a sTerll >, uninteresting project.

L 6 _ L _ _

‘ ‘ It |¢ probable that in the fuTure, as in the pasT librarians will be given
budgetary fimits within uhsch they have to work.  And these limits are
uniikely to be ubsranflally greafer than at present (to put the rosiest

N bloom on the apple). Tiis sheuld not be a motive” for deJecflan, but of

e elafion,'since it should encourage us to. meet the challenge of makihg the

most effective use of limited financial resources. The first matter me%ifing

our attention is plannfng within the iimits imposed by the financial resources

we can réasonably anticipate will be available - by so doing we will not be
disappointed when our most cherished idealistic pgograms cannot be lmplemenfed

siace our most cherished programs will be realistically planned.

It is equally probable that overal!l fibrary budgets will be déTermined not
by the traditional use of objects of expenditure (line-item) and incremental
increase (or decrease) from the previous year, but by performance, ptanning,
fotmuLa, or‘§ome comSinarion, formula budgeting or some valiation of it
being most favoured afkprésenT. A!lcn(s) has’poinfod out some of the
;ﬂwﬁﬁﬁ(
Qo 4 S o
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omissions in one of the most widely. publicgsed ermulae~« Thaf for
washingTQE/STaTe (whicH‘hegpoinfs out has not been adopted {pr
universities ) --thereby drawing attention to some of the pitfalls
inherent in formnula budgeting. (Pn passing,. | would | ike To noTe
~Ihat the formuia provides forﬁéfaff and books, but not for suppliés

and equipment, unless aliowance for Tthese is hidden in the factors
“used). He also éféfes that maintenance of the integrity of the

formula ?S\imporTanT through all éfages o% budget préparation, since
. not to do 55 may lead to tensions within divisions and departments if
actual allocations depart significantly from Théorefical alloééfions
determined by the sub‘formulae [ suggesT that formulae wil{ be used
to determine the total allocation for the ltbrary, but Thereaffer
those responsnble for the flnanCIal support will noT be overly concerned
with fhe detailed division of-this money, provided The library fulfils:
its function (however that is defined).- | further suggest that if the
?Iibrary is projected as a total sysfem, and the staff can be shown fhg?
money is allocated where it.-will be most useful, serious tensions wiltl

not arise.

Before turning from the. guestion of mafitaining the integrity of budget

formulae | would like to make it clear that | am not taking the idealistic

and unrealistic position that tensions will never .ise, or can be
circumvented entirely by expiénafion. There will always be competition
for the dollars, as there wiil always be Thdse who want nothing to do

with Them = | am taking the position that tensions which arise due to the
compef;fron can be eased,*but only by continued apptncaf:on To the
problem.

| have devoted considérable time to the library budget and you may be
wondering what +his has to do with coliection management. At the expense
of being repetitive, | woyld like Tb reiterate that | bglieve the tibrary
should be tocked at as a total system, and that the budget should be
developed dS an integral part of 1he planning procees By impltication,
planned mdndqemenf of the collecflon ‘should be 1nieqrafed into the total
planning function, and Théﬂbook budget should be developed in the total

context-of the library budget. Traditionally a certain sum, or percenfagé '
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~of the budget has been set aside for the purctiase of books, this amount
then being disfribpfed‘be#weeh sub~funds o brocure #he'volumes needed
' T&,suppdff academic pragrams and to provide geneFal materials. |
Re}urning adain for a moment fo a point | made ecarlier - this attitude
towards the, book budgeT places ihe emphaols on"the book", raTHer‘THan
on "information", and stultifies our Thlnklng in relation fto the function

of the library.

Allocating a specific amounf or percenfaoe of the budgef to- the purchase -

of Uooks (usnng that as a gener:c teri for alt tibrary, nuferlals) ~and
d]sTrlbuTInq this among sub- funds puts the cart before the horse,”|s

the anT%ﬁhQSIS of planning and inhibits chanéés“in iLbraﬁy~o§eféTiooS

made necessary by changes in academic priorities, ieaching methods and g}
attitudes to the role of the library. Again we are in a straif;jackef,

since there will be resistance to changed al Focations - especially Qhen

+these changes lead to reduction.

Again, being realistic, we must assume that we will be working within
financial limits, and however we determine the amount we would like for
books, we will never have onoan. | consider that expendiﬁure on books
CW ohOJ}d be determined in the same way as all other expendiﬁures ~ from a .
consideration .of needs, based on the goals of the insTithioﬁ, within
which the goals of ‘the library have been formulated, and as a result '

;N

of composition not decomposition.

To this point we have been concerned princiaQily with the acquisition of
library maferials,Awhich is but one aspect of collection management.
Having received them, how will .they be used, where do we ptace Them and
when do we discard them; implicit in these questions is the largsr one -
a central one - how do we ob*ain access to the information they contain.
\ .
These qhesfions tead us to the second principle theme of my paper -
the structure of the library - commonly summarised in The 0fgan|5af|on
chart - since this determines in large measure the way in which the oo;ecf:ves

of the library sre attained. . i

]
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Let us again first look at the traditional organisation of libraries.
éasicélly we have two divisions - Public Services and Technica! Services
~ each divided into departments - CirculaT{én, Reference, Cataloguing

. and Acquisitions, etc. There may also be an Administrative division, |
and the ‘departments may be further sub—divided'info sections, units, ch.'
This compartmantalisation into functional units is undoubtedly necessary
*for administrafive purposes, and will probably refain with us. But agéfn
tet us reTan briefly fo the question of ”ﬁhaf'is a library", and whe'te
the emphasis shou!d be, The structure i have outlined is based on the bogk
rather than infdrmation, and funcfion rather than objective. I|f we are"”
to change the emphasis we mus% consider modifications to this structure.

) BUndy(éj addreséed this problem from the poinf of-view of resolving.

conflicf in libraries, and suggesfed a possible SOIUTion would be ‘o
restructure jﬁ@ library into "Professional Services".and‘”Auxiliary
Services“! The Professional Services would he Sub-diQiqed’by sub ject
(or in some cases possibly by aé;;kify) and the Auxiliafy Services by
operations. The organisaticnal fhameworﬁ,would be acéﬁemig rather than
hierarchical, with the Auxiliary Services havfng’a préfessional advisory
committee. *While this sTruéTure-appeérs aTTrécTive, it has | think Twa
weaknesses - first it is still bésed on the bgok’fo a targe extent, and
second The‘word "auxiliary" implies a subordinate role - as does the
axistence of a professional advisory -¢committee. The flaw that appears to
me to be fatal, In terms of integrated management, is that the objectives
of'The library - defe}mined by Tge Professional Services - are separated
from the oberafions - undertaken by the Auxiliary Services; operations
cannot be ceparated from objectives, as they are the means by which the
latter are attained. ’ '
inherent in Bundy's scheme is, however, a highly desirable objective -
the reduction of professional involvement inxongoing routine operation.,
in order 16 release them for the truly professional activities of planning
and research.
When | started Toconsider the question of the organfsafion through which
we obtain our objectives, | plannzd {o attempt thz development of a

di fferent structure, broadly based on Bundy's scheme, but designed to overcome
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what | considered to be its weakpesses. However | came to the conclusion
v#hat the resuld woﬁjd~stiil be one of decomposf1ion, not cohpo§ifion.

N >
Instead, | ‘decided 1o look at what could be donelfo improve the effectiveness
af the traditicnal structdre.

During. the past two years Sir Géo;gé Williams University library has been
moving slowly info ‘management by objecfivesi— but have no fear, | do not
plan to convert Thfé Workshop in*o an extension of the one many of us
attended yésferday, though our discussion-of infegrated management does
provide a unifying link'wifh that ~qand from.that activity it has become
apparénf-fha+ functional divisions of the library can be transcended,

, Without a change in the basic structure. Our firsf attempt at de%iniﬁg a
program'of activities for the year yielded a set of objectives arrived at
with minimal inter-departmental consuitatton, little coordination and
almost no TthghT as fo their contribution to the goals 5f the library.
in fact, as a\?ésulf, it was decided that a new sTaTgmenT of goals was
required, to whichngjeéfives could be relaTed.; This year the abjectivas
(although still by no means perfectly déveloped) provide evidence of

considerable consultation but that. better coordination is still necessary.

&

To me the progress we have made indicates dfvision,info functional unmits
to be a praéficaf striucture provided (a) that these ulements can be
welded into a coheren{ whole through working groups, task forces and the
like, composed of representatives from each department as required, and
(b) that bréfessibna!s“haye the fime for planhing and research. | have
fhereforo perhaps nothing new or startling fo suggest, except to L.ropound.
the need for a significant shift in emphasis on the activity and
responsibility for each level of staff. This only reiterates whafﬁmany
Have been saying for years - that professionals must do professional work
and leave clerical work to those trained for it. :

"I therefore suggest that we should not look for radical sofutions via a
change in the basis structure ofEQhe library, but that we should look at
the details, in an effort to idenﬁjfy those areas where decisions and
responsibifify are at loo high a level in the organisation, for this implies
too great attention being given to day-to-day details, and too little to-
the real management functions of planning, organisation and controt.

g
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Before closing, | would like to pake a point that needs cmphasis. |
[ |}

believe that in the next five to ten years "management" will be a wost

L,important aspect of librarianship, since weigha[l'be assailad on all

sides, and only if libraries .are shown to be well managed will Thay

attract the support they badiy need.

(n
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