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COST ANALYSIS OF ORIGINAL CATtLOGING

The purpose of a cost analysis is:
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to collect data in order to make chronological comparisons

for reflecting trends in growth, decline or other symptoms;

to idantify problems or achievements;

to collect uniform data comparable with other units or in-

stitutions for the same act:INity, providing that the basis
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for comparison is the same;

to collect d; ta specific to a particular function or program

so as to make it comparable to that same activity performed

through some other method or organization;

to determine the cost-benefit of conversion to different

methods;

to collect data as a baseline by whiCh the studied activity

may be assessed under differing conditions;

to perform cost analysis for measuring operations against a

standard or goal to be adhieved;

to determine representative costs of present activitie3;

to estimate future coats;

and generally, for improvement of the quality of decision-

making and efficiepcy of methods.

The methodology for condnoting a cost analysis has by now become a stair-

dard and generally applicable set of formulas which are well-documented.

and described in the literature. Cost LiAldies nay differ in their depth

of analysis and in the scope of activity and the nunber of units studied,

and in the particular methodology selected, but the procedures are



generally applicable. What is most important is the prior analysis and

precise description of the scope of activity and tasks to be studied zo

that the proper methodology can be applied and the data can be colledted

with consistency and accuracy.

The effort involved in a cost study ahould be commensurate with antici-

pated results. While data may be potentially useful, the time and effort

invested in gathering these figures can be considerable. If, fortexample,

a study is made of manual cataloging in order to compare it against an

automated system, then 1.de scope and level of detail used should antici-

pate the likely impact of the automated system, so that like activities

can be compared. At times, cost studies are so finely drawn in detail
.

that the results can actually hinder comparison. Because .use of an auto-

mated syStem ea:a:incorporate not only procedural change, but organiza-

tional and policy changes as well, a'one-to-one detailed comparison with

a previous manual operation is at times simply not possible, and the real

cost difference or cost benefit may be truest at a bottom-line or gross

level of comparison. On the other hand, the right level of detail can

lead to a comp.Ason which shows that under an automated system, lese

staff is needed to maintain the same level of productivity, and it shows

specifically in wbat areas those staff savings are realized. Then one

has the option of maintaining current staffing and increasing productivity

or maintaining productivity and reorganizing those activities and staffing

to effect real dollar savings.

What follows are some of the steps.involved in the analysis prior to 191411L-:

a cost study, particularly as it applies to the area of cataloging in a

large reseatCh library. The optimal choiCe of'methodologyieill itself



also be relative to purpose, budget, and available time. The choice of

collecting data one way or another (i.e. the techniques and methodology -

once it is decided what to collect) is ultimately determined by:

the use to which the results will be put

the time constraints on the study (a study can be done

in ten weeks, or two years, or be continual)

individual characteristics of the system to be studied

the tolerance of staff to disruption of on-going work to

collect and record.data, and

managerial judgement.

Continual cost monitoring from year to year, data such as might be in-

eluded in an annual report, will most likely collect data only on a very

few key elements such as total time, total output, and total cost for

an entire period. Or a cost study may be quite intensive, of short dura-

tion, and very specific in detail for the purpose.of evaluating a change

in, policy, organization, or procedure or for estimating what the likely

cost impact of a Change will 'be.

The general set of elements Which are to be considered in a cost study

will consist of the following:

themope of activity

definition of tasks

the time taken to perform a task

a measurement of teak output

determination of staff or personnel costs

Each of these elements can have various definitions and the cost whiOh

is attached to an activity is dependent on how these eleMents:are defined*::



To this basic set of elements - tasks, time, output, one can add other

cost elements, such as supplies, equipment, support services directly

related to production, and the space occupied by equipment and staff.

It is very useful to know at the outset of a study whether these ele-

nents, such as space, will be of sufficient magnitude to make it worth-

while to include them in an overall study. It may be unlikely that any

one will be a determining factor, unless other cost factors are very

closely balanced. Depending on the breakdown and level of tasks to be

studied, the cost of elements such as Material, overhead, and space can-

not usually be as specifically assigned. One can take a total cost of

these and divide it evenly as a peicentage increase to the cost of each

task, or one can weight the percentage to the degree that a particular

task makes use of supplies, equipment and'other support services, or they

can be separated out as separate cost items, whith are then added as an

element in total cost. This will depend on Whether one intends to ac-

count for all the costs of an activity, or if the labor cost of an

activity is of primary interest. A situation where it would be of great

interest, and perhaps a determining factory.. is one where a library cow-

templates changing from card catalogs to a book -ori: microform catalog.

Elements suCh as space, equipment, supplies, and other support services

then become quite crucial.

A problem with many statistical type studies is not.with the establish-

ment of objective meaaurements, but tether in.the manner: in WhiCh they-

. are interpreted. Thus, at the outset, very precise definitiOneHofHeath

element to be studied should be developed

The nature of an instttutioes collection its age,and-siZeithe'nuther..
.

and distribution of staff, the diversity in orgnnizatiOnancVnperational



style - all these variations can lead to different and even incompatible

definitions of the same activity.

Even ig definitions are similar, few will group the same activity in

precisely the same way. One may consider an activity as part of the

acquisitions operation, or ignore it altogether, or consider it as part

of total overhead cost. These variations are usually based on real opera-

tional differences.

Another variation will occur in the overlapping of activity descriptions,

e.g. a smaller cataloging unit with few staff may combine activity,which

in a larger library is formalized.into a separate section or department,

such as the pre-cataloging searching process. In the smaller unit, the

cataloger may do all of his or her own searching. In the larger operation,

because of larger volume and division of tasks, there may be a separate

pre-cataloging searching unit. If a coet study is attempting to derive

a cost for pre-cataloging searching 413 opposed to searching done for

other purposes, then the cataloger in the smaller unit must be able to

separate out the time spent for searching which is done to establish*the

existence of other copies, editions, duplications, etc. from searching

which is done, for example, as part of authority work. This separation

of activity may be quite difficult to achieve.

In a study of original cataloging costs in isolation from other cataloging

activity, it might be debatable if pre-cataloging searching should be in-

cluded at all, i.e. that part of pre-cataloging searching which is done

to establish the existence of available cataloging copy. Some libraries

may do that search at the acquisitions stage and not again, or the search

may be repeated at the pre-cataloging stage. If again, no copy is found

6



and original cataloging is required, is that searching a legitimate part

of the cost of original cataloging? This is the difficulty of defining

precisely and drawing the borders around the scope of the activity to be

studied.

Exactly how should one define original cataloging for the purposes of

a cost study? The definition and enumeration of tasks in any complex

process is tentative at best. And it may be that the inclusion of the

relevant cost is more important than.its precise placement in one Or

another activity.

New title, original cataloging imPlies descriptive cataloging, subject

analysis, classificatiOn, authority work (i.e. establishing entry forms

consistent with the library's catalog, or establishing new entries and

providing authorities and cross-references, etc. as needed), typing or

preparing a workslip or card for card production, revision of searching,

and new searching, supervision, administration. Information on quality

of work can also 'he important, e.g. where continuous cheeks or revision

are part of the activity -;Whether through,the proofing of completed copy

itself, or at the filing stage where cards bounce out because of some,

incompatibility.

Original cataloging need not imply totally original work. Original cato-

gers nay make use of LC copy for descriptive data, but.not.for entry,. .

classification, subject headings or other secondary entries

cataloging policy does not conform to LC practice. ADr'oneAuWMake Use

of non-LC copy in precisely the same manner - the actiyitythen:-includea

making available cataloging dopy conform to local:catalogingijradtiee
. -

.

. ,

Modifying available'copy in any way ma). Plade thejlOork-in thik..Category-_

4.54,4
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of original cataloging.

Other activities which can fall within the scope of original zataloging

are recataloging and reclassification. Recataloging, particularly with

serials materials, when old records are closed and new records for the

new title are created, should probably be considered new title cataloging,

since substantially more effort is involved than with other types of re-

cataloging. Recataloging usually involves mplacing a set of records

with a new set of:records or entries":- Reclassification is typically a

matter only of Changing a call number, often attendant upon changing

the location of an item; or it may also inclUde the reclassification of

an item from one claSsification system to anOther.

Additionally, one may want to distinguish these activities into Cate-

gories by type of material, i.e. monograplsand serials. Monographs can

be further distinguished by type, if it is felt that certain types of

monographic material are more expensive to .catalog:than others, e.g. rare

book and manuscript cataloging, monograph sets, microform sets. The

cataloging activity can aiso be divided by subject and language if this

is felt to be of interest. Is the cataloging of Cyrillic materials mote

expensive than English language cataloging?

Other relevant activities should be included, roughly defined as catalog

maintenance and catalog editing.

Catalog maintenance can include the replacement of worn or mutilated cardi

missing cards. It may also include the correction of incorreet entrie4H

and changed entries, for example subject headingehanges:And.::the:adjUst" ... ,",,..

ment of work of other staff meObera:arising outof'SubjeCt-i...Orjasguage

expertise. All:of-the above should be included:_where thesereqUire:'t

.71.4



professional skills of a cataloger.

Catalog editing can be defined as a somewhat different activity, as those

tasks which relate to the establishment and maintenance of authority

entries arising out of work with individual titles, such as creating see

and see-also references, public scope notes, creating records for an

authority file if one is separately maintained. Where a union catalog

and satellite department or collection catalogs are also being maintained,

the cost of maintaining a record of'intries, i.e. determining whether an

entry is new to a department catalog And whether it should now receive

a set of references may also be include&

Once the scope of_activity has been defined and the activity itself hao

been sub-divided into categories of tasks, materials and other, you want.

to reasure the time it takes to perform the activity, and measuring time

usually involves measuring staff tiMe. Other time measurements may be

quite relevant if i cost can be attached, e.g. the cost of tine lags in

processing. Going back to the searching example, if it were not for the

time lag which usually ocCurs between acquisitions SearChing, order place7

ment, material receipt, and pre-cataloging searChing, then sone prer.

catalOging searching could probably be eliminated entirely. If.cataloging

copy is available at the time of acquisitions searching, then subsequent

search activity need not occur at all.

If the teak definitions have been well prepared then staff should have

little problem decidiag whether they are spending their,time doing one

task or another. However even this heti its peculUrities<depending-On
-

haw people like to organize their tiMe (:)Verwhat

is conducted, and whether one 38 interested4aTtiming:an,aCtivity::.

igaarl.0



or whether the cost study is to account for all staff time. Some cata-

logers like to batch their work by activity and will work on several titles

at once; others will perform all needed activities on a title-by-title

basis. If one is timing the specific activities only, then one kind of

cost will emerge; if one is cost-accounting all staff time, then another

kind of cost will emerge. For example, in order to derive unit costs,

you want.to record the time actually devoted to producing the unit of

output and to exclude all non-productive time such as breaks, walking,

waiting for work,. fatigue, etc. If you want to account for the cost of

all available staff time, then another approach is taken. The work time

Is then based on number of paid hours in the year, and the number of pro-

ductive hours in a year (excluding holidays, vacation, average sick time).

Under available or net productive hours, further distinction can be made

between time contributing directly to output production, and other time

devoted to secondary tasks such as committee meetings, training sessions,

course work, etc. You want to decide then, whether you consider the

cost of all net productive hours as contributing to output, or whether

you want the cost of spedific activitiesaione. If the concern of the.

study is taskorieated, then you only want time spent in performing the

defined task In summing unit costs for a specific operation yeti May

then average for an average unit cost, or maintain the range of unit cost

for the activity. If concern is to account for total costs, then one can

establish "standard" time factors to allow for non-productive tiMe. This

difference in approach can result in differences in cataloging costs,

with everage times differing by as much as 8 to 1, and coat varying by as

much as 3 to 1. This does not mean that cataloging costs in one situation

are 3 times greater than in another; it does mean that costs were measured

differently.



For comparative studies, in order to reduce problems of salary differ-

entials, i.e. differences in salary scales between leve/s of staff,

differences in wages for the same level of staff because of seniority,

experience, expertise, etc. - all-work can be based on man-hours spent

on an activity, rather than cost per unit item. Working from number of

filled full-time positions, excluding positions unfilled, even though

budgeted, a person working full time for six months is a 1/2 FTE, as is

the person working half-time for a full year, When a person's activity

comprises less than full-time cataldging, e.g. a bibliographer working

two days a week cataloging and three days a week in other selection

and reference activities, the percent of time spent on cataloging can

be expressed as a percentage of a FTE, wben FTE has a standard defini-

tion. FTE should Comprise the total of net productive hours. The point

is that the nature of the information produced should provide the moat

satisfactory support for the purpose.of the study.

Again, based on well prepared task definitions, one can measure the out-

put of an activity. For cataloging cost studies, the measure of output

is usually title or pieceo'but more likely title. Of importance here is

what should be couated as a title, and when is the count made. The unit

cost approach may be based on samples of work done, and the number of titles

may well be controlled, i.e. the sample involves recording the time talen

to catalog 100 titles, as opposed to a total 1i:sample, where each cataloger

records both time and title output. What should be counted gets com-

plicated by characteristics of the material.itself and the cataloging

treatment. Before eMbarking on a cost.study, definitions Of'what to

count should be agreed to and documented! For example, if material is

both recataloged and reclassified, should it be counted.tWide,; or on1y.::



once, and under which category? Should a recataIoged sertals title be

counted as new cataloging or as recataloging? Should one count a micro-

form set which produces a record for the collective and 25 analytics

be counted as 1 new cataloging, or as 26 new cataloging, or once for the

set and once for the first analytic, since these reflect two forms of

cataloging activity (i.e. the preparation of analytics can be separated

out and measured as a type of catdbging activity).

Cost data can be somewhat elusive, because in and of itself it does not

provide a justification, but a measure. Choices can arise between priori-

ties to be given to cost-efficiency objectives and performance objectives.

The priorities Chosen can sometimes lead to quite different solutions.

LC's use of superimposition is an example of cataloging practice dictated

by economics. Cost analysis can result in significant information to the

decision maker. From records oi work units and time - ote can identify

areas for improvement in method; from cost records - the adequacy of

staffing arrangements; if procedures cost roughly fhe same, but one takes

longer - then methods should be reviewed; if time is the same, but the..

cost is greater in one - theL :;taffing and task organization ought to be

reviewed. But caution should be exercised in comparing costs. The

comparative cost of an activity can agree to the penny - yet the methods

used may vary considerably. A procedural dhange may reenat in a signi-

ficantly lower cost element in one area, but this was achieved.by shifting

the cost to another area, and on balance.the totalcost is the same. Butt,

if fhe shift was from savings in personnercosts to added eqUipment-costs

longer-term trends may indieatethis to be a real-savinga.

It would be interesting to know if differences in organilationmaka

difference in cost. Some libraries organize their:CatalOginkby
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descriptive, subject, and classification units, while others organize

their work along subiect and language specialties. Some distinguish

between original cataloging and cataloging with copy, while others do

not. Is it less expensive to withhold material from original cataloging

and do repeated searching until cataloging copy becomes available?

Would it be cheaper to do brief cataloging rather than full cataloging

for certain categories of material without losing bibliographic control?

Is it chtaper to purchase analytics for large microform sets, rather

than Lc, do one's own cataloging? What is the cost of not following

accepted bfIliographic standards, and being locked into incompatibility?

The Feral Libraries Committee recently completed a study of federal

library usage of the OCLC system, and it shows that the range of costs

of using OCLC against former manual systems is higher in some libraries

than in others. The reason for the discrepancy, they found, WAS based

on differences in procedure, i.e. some libraries are not making effec-

tive use of the system and have added the new cost of the service to

the cost of their existing-SYstem. Other libraries have effectively

integrated the on-line system into their manual operations to effect

cost savings over and above the new cost.of using the system. That's

not just a difference in cost, it's the difference of knowing what to

do with the data once you have it.


