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ARSTRACT

“+"The allocation of a fixed budget represents a set of
decisions about which functions should be fulfilled, and
thus which objectives should be met and which users should
he satisfied at the relative expense of othér objectives and

users."

hd -

Raffel,J.A. and Shiskd,R.: Systematic Analysis - of
University Libraries. MIT Press, 196%9. ) '

The functions of the Technion Libraries System, some of the
problems to be considered in organising the lLibraries of the
Technion to fulfill these functions, and the provision of
operational support for the activities necessary to provide
services to the various gvroups of the Technion community are
discussed in the report. Recommendations for action are also
presented within the context of their relationship to the
total systems design.

L J .

The major recommendations for action, in the light of the
complex problems explored in the Systems Study, and the
rosition papers on such issues as  revised statutes,
centralisation versus decentralisation, and a develofrment
p#lan for the librarvies, that have proceeded in parallel with
the Study, include the following:

. * that the experimental pilot project, partially funded
by the grant made available through IEM, should address
the development of an ntegrated computer-assisted
Library system by designing and imp lementing

-computerised acquisitions procedures

that the Systems Analysis and Reseavc:. ' am needed to
carry out the pilot project, should =ontinue to work on
the development and inplementation of ‘*the integrated
system in plamed stages, and should additionally be
responsible for the implementation of the other.
recommendations in this report.

The Technion Libraries System must efrovide its users
with the most effective and efficient services possible
within the constraints _of financial and manpower
resources. '

There is a great deal of talent and professional
expertise within the Libraries. The task of mobiliging




and coordinating individual efforts to benefilt from
immediate streamlining of procedures within an overall
deve lopment plan is essential. The continuing work of
the team is therefore important not only as a tactical
measure, but also as a vital factor in the development
aof an integrated system from the rresent fragmented
elements of a potentially rich and dynamic information
service to the Technion, and to.lsrael.

The strengthening of the Technion Libraries System, and
rarticularly the establishment of a systems analysis
and research team within the libraries would contribute
not only to more effective support for the educational
and research activities of the Technion, as its primary
endeavour, but would also allow it to contribute +to

"these activities within its own area of specialisation,

both within the Technion and on a national level.

Research in libravry and information science has rapidly
become accepted as a required element of both
educational and commercial research and consultancy
activities in many countries, drawing support from
governments, quent : institutions, educational
authorities, industry and professional societies.

The systems development and vesearch activitlies of the
Technion Libraries would therefore be of immediate
national interest, and could potentially enhance the
quality of both local and national information service .
in Israel.

ihat the development of an integrated Techniacn
l.ibraries System should be actively pursued and that
ovganisational issues within the Elyachar Library and
Detween this part of the Technion Libraries System and
other  parts (viz. Faculty and Departamental Librarieg)
be tackled within the framework of an analytic approach
developed specifically for, or adapted to, library
management, such as the MRAF (Management Review and
Analvsis Frogramme) of the Association of Research
Libraries, Office of University Library Mapagement in
the U.S., OR Management by Objectives and Organisation
Developmant techniques as inplemented in English
educational type libraries by the Ppresent systems

Tanalyst.

sthat existing links with other departments of the

Technion, such as the Technion Foundation for Reseavch

-9



and Duyelopment and the Center for Instructional
Improvemsent, and the relationship between the Technion
and ity Library and Information Services be
strengthened, and improved by such endeavours as:

mounting an in—depth user study

taking immediate action on liber3dlising and
rationa}ising loan policies

developing the existing Technical Information Service
(on a paying basis), in particular exploiting and
coordinating the present scattered subject expertise
already available within the Technion Libraries System,
in consultation with the Industvial Liaison Officer of
the Mosad N

extending - the present innovative efforts at lLibrary
education initiated by the tape-slide guide for library
users under development with the C.I.I. staff, into a
planned programme of education for all users; in
cooperation with the C.I.I. and the Deans of the
Faculties

inaugurating a e lanned Programme of Library
publications, in accordance with +the functions and
qualities of other Technion publications and using the
experience gained in AFL text processing not only in

preparing these publications, but also in develoring a
=ilot information service using the "Electronic
Conferencing" techniiues developed at the Institute of
fechnology, New dJersey, U.S.A. In particular, the
renewed publication of the guide to Hebrew literature
5hoqld be undertaken.



TECHNION LIRRARIES SYSTEMS STUDY

SUMMARY OF METHODOLOGY

The Systems Study is aimed at:

clarifying the objectives of. the Technion
Libraries' Systems, both within the Teéhnion
and as a national information resource;

defining an appropriafe structure,
organisation and‘ methods to achieve these
objectives effectively and efficiently.

It must therefore include a consideration of the Technion's
future plans in relation to its teaching and research
functions; a veview of present library practice; design for
optimising and building on +the strengths of the present
system. In particular, it should emphasise and make explicit
the present implicit interactions and coorerations within
1he Technion, and relate to shared concerns such as service
lo industyy and the programme of Instructional Improvement.

Recommendations include:

the strengthening of velationshiprs between the various
ravts of  the Technion Librarvies System and between the
System and other parts of the Technion

the use of  such management approaches as Mb0, PFRS, 0.D
and F.T.R.i adapted to the specifTic ovganisational
development requiremenmts of the Technion Libraries
System. . :

considevation of the use af a computer and other relevant
technologies such as miniaturisation and non-print media.

In the process of analysing the svstem, I have:

studied reports on the system and other Technion
documents;

. tatked to some of the statf of fﬁe Elyachar
Library;

"/



met with faculty lLibrarians, and witﬁ-fheir choseq
representatives;

talked with some of the other people in the

Technionh who have a particular interest in the

provision of Library and Information qervices‘

‘ !

Frofessor Simon |nt|oduced me to the faculty lerarlans at a
meeting at the beglnnlng of the Study, and we talked™ 1o them
about some of the pgroblems the libraries of the Technion
were facing, and the need for developing a planned and

integrated service.: They formed sixXx groups of Llibraries
according to subject area interests and reflecting the
rattern of informal cooperatlon already . in existence, and

appLinted representatives.

The groups then met separately to discuss the subjects
dintroduced at the first meeting, and their hopes fov the
future, which they summarised--in a veport "Views of the
facuity Llibrarians and departmental Librarvians on a future
General Technion Library System". The veport covered such
topics as 4general system organisation; division of
responsibility between' the faculty and centvral libraries,
the budget, communications,  services to Technion usevs and
to exterwal users of the system, and a summary of the
present most serious problems of the faculty Librarvies. !

There ave, of course, divergent oplnlons-concernlng many of
the issues discussed, and these ave included in-the report.
However, an encouraging degree of unanimit emerged
concerning the future potentials of a more integrated
Library System within the Technion, and three Working
Farties were set up to deliberate on possible selutions in
three of the major problem areas: the relationship between
the parts of the system, and the development of rattonallsed
loans and acquisitions policies.
The areas which the librarians saw as presenting present
serious problems are summarised as follows:
PRESENT MOST SERIQUS FROBLEMS UF THE FACULTY LIBRARIES - IN
A NUTSHELL B
f. CIRCULATION
' a) The piroblem of students and staff leaving the Systen
with no check on material they wmay hold from Libraries
other than their own, some central check of this is
needed. :

8



) There is a similar problem regarding Loan of material
to non-Technion users, e.g. industry uorkers: we
suggested that some form of central deposit systenm
might be best.

RECOMMENDED BROOKS

Despite all efforts, many staff members do not provide
the Libraries with Lists of recommended books, or provide
them too late; the reult is that these hooks are not prut
on the reserve List, and by the time the Llibrarian sees
from® the demand that the book has been recommended - no
move copies are available. The same is true of textbooks
for specific courses when exams are held dwing the
semester; the Library is never informed of a spot examn
and is unprepared for the sugdden demand for a work over a
short rperiod of time. Much 'more cooperation is rejquived
between staff and Libvary in this respect.

THE EFFECT OF THE CREDIT SYST.M

In other countries where this system opevates, the..

students are expected to buy most of the required
material. In the Technion, for wvarious reasons, students
almost never buy books; the Llibraries must therefore
organise to provide for the much greater demand for a
wide range of material, and have s far been-unable to do
so as effectively as we wnuld wish. For example, in times
of budgetary difficulties, it is difficult +to persuade
the faculty members of the need to spend large .amounts af
an insufficient budget for basic undergraduate material,
or extra copies of more advanced works that arve now in
greater demand.

THE NEED FOR EFFECTIVE COOFERATION BETWEEN ALL THE
LLIBRARIES IN THE SYSTEM

Cooperation would be much easier f there was a set
policy code to which all lLibraries should adhere, and
more channels of communication. Some lLibrarians feel. that
the previous policy of monthly meetings of-all faculty
librarians is sufficient, or at least a good start:
sthers feel that a narrower comnittee, e.g. the heads ot
the faculty Libraries (especially within the framework of
4 few Large faculty Libraries), meeting regularly among

~ themselves, and each providing the communication with the

Librarians they represent, would be more efficient.

BALANCING THE CENTRAL AND FACULTY LIBRARIES

A main goal of systems planning should be to find the
optimum relationship and division of responsibilities
between the Central and departmental Libraries: one that
does not provide too much control of the departmental

9
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libravries by the Central Library and too lLittle by the
faculties, or vice versa.

I have visited a few of the Libraries, and would emphasise
the usefulness of this progvamme. of  visits in gaining an
appreciation of the individual problems -and potentials of
each of the faculty/depayr tment libraries, and in
contributing to the coordinative effort needed.

I rvecommend that it should therefore be continued during the
next stage of the project, and should become a- vegular part
of the activities of the reseavrch and development unit so”
necessary to the effective planning and development of
Library and information services in accordance with the
needs of the Technion community.

As the duration: of the. initial stage of the Study was
restricted to three months, bnd the development of a plan
for a pilot - inplementation of computer-based.procedures was
required after only two months investigation, I supplemented
the information gained by circulating a questionaire to all
faculty/departmental libvarians. The questionmmaire responses
are presented in Aprendix II. . :

It was aiso suggested that a programme of visits to the
faculties involving the Dean of the faculty, the Chairman of
the 'Faculty Library Committee, the Faculty Librariav,
i'rofessor Simon and myself, should be embarked on.

J reiterated this suggestion at the Libvrary Committee
Meeting on the 2nd May where a short introduction to the
Jystem' Study was presented, and solicited the supprort of
membeys of the Committee for. the study itself, .and for the

Y Og1TaMne of faculty meetings in particular. An-encouraging

response was received from the representatives of
Aervonautics, Industyrial Managesment, the new represen-ative
for  the Medical School and Ing.Kohwn. Professor Shamiv
winphasirsed the operational aspects of the Study, and ‘the
nead for implementing a wiltot project  iwmediately following
This staye of the -wovk.- - The role of the Libvrary Committee
v38 questioned at this wmeeting, one of the functions being
ruggested ag the contribution to discussions on the statutes
and by-laws of the Technion Libraries System,and the
eresentation of the views of the mewbers of the Committee on
the existing status of +the Llibraries and desivable
directions and methods fov change. It was suggested that the
members of the Committee might write down some statements of
the role and fuviction of the Libraries and work with the
Systems Analyst to define the job of the Committee. The

10



involvement of severai students' representatives in any
distussions was also recommended.

A meeting was also held for the Heads of departments within
the Elyachar Library, and I have since talked with each of
them individually, and visited their departments. They have
also made some Fprogress in forming a Technical Services
group to tackle common problems, and a meeting with then and
the faculty/department librarians was scheduled for the 27th
June.

11



INTRODUCTION

As the Fresident said in his report for 1974/75:

"It becomes ever clearer that the Technion has a role to
Flay which 9o0es beyond the training of engineers and
techmologists, scientists and physicians., It is not
enough that we train the manrower which inplements.
development policy. We aust also be deeply concerned
with the formulation of such "rolicy as well. It is not
by accident that more and more of the men who emerge
from here as engineers find themselves wmoving into
rositions of leadership and administration. It is no
accident because they have- been taught to think, to
analyse, and *to make decisions based on needs, logic and
facts." .

He emphasised alSo the dual vyole of the Technion, the need
to be a creative and original research institution and at
the same time to be a teaching institution.

To serve the needs of the Technion for a  library and
information service adequate to the quality and vrange of its
activities, and as part of the searching self-analysis and
long-range planmming the Technion is now undergoing, +the
Techriion Libraries must also reassess their present role and
rlan ahead to meet the developing needs.

The vital ienportance of information as_  a national resource
has long been recognised in many countries, and problems of
acquisition and dissemination on national and international -
levels accorded attention and action. gér instance, an
amendment to part of the American new Higier Education Act,
Title II Part C, <concerned with Strengthening Research
Library Resources and the eligibility for governmental
suppord and assistance reads:

"FINDINGS
Sec.231. The Congress hereby finds and -declares that -
a) education, scholavship and research. are of great:

significance for the scientific, econemic,: and cultural
deve lopment  of the Nation, and that steady advances in
the social and natural sciences are essential to solve
the problens of a complex society; )

b) the Nation's major research Llibraries are an essential”
element in a very substantiel amount of  undergraduate
education, and are even nore essential to the advanced

12
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and professional education and reseavrch upon which the
Nation depends;: and

c) the expansion in the scope of educational and research
FProgramns and-...the rapid incvease in the worldwide
eroduction of recorded knowledge have rlaced
unprecedented demands upon major research Llibraries,
requiring programs and services that transcend the
capabilities of cooperative action and are beyond the
financial competence of individual or collective Library
budgets." .

i

In a developing country it is even more essential to make
the most effective use of Limited financial and professional
resources for governmental, industrial and educational
neads.

Duplication of effort and research, when the results wmay
already be documented and available, Lack of iIinformation
necessary to achieve effective research or producation, and
lack of awareness of progress made by others in solving such
problens is exorbitantly costly and time-consuming.

Demands for more rapid and reliable access to the 9rowing
body of recorded knowledge strains the capacity of any
library. Rising Library costs, the continuing expansion and
duplication of collections, and the growing sophistication
and specialisation of information needs combine also to
create a greater need for inter—-institutional cooperation
and planmming among Librarvi.we

Library and Information services have been traditionally a
focus for the preservation and dissemination of the forwmal
medla Tor communicating information, the avallable published
matervials. Ewmphagis has shifted from preservation and
accessiblility to more active disgsemination services to
groups of ugaers and to individual usars. Although, in spité
of Interest ghown hy such diverse disciplines as
cybaernetics, samantics, anthropology, psychology and
Iinformation sclence, 1t Is still true that pathetically
Little 18 known about the way in which people use
information. Definitions of needs, and therefore services,
and measures of thelr effectivenass ave sinllarly embryonic.

The Incraasing complexity ot the acquigition anc
aorganigation of Information sources and the Iinexorably
incraasing Labour costs necessitate active exploltation of
such eaxpensivaely acquired and processed materlals, and the
ure of now technology in storing, retrieving and
transmitting knowledge.

13
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Informal modes of comnunication or information exchange
range from vesearch collogquia and seminars to direct
personal contacts, and Llibraries are of necessidty involved
in this process in providing information for such meetings,
housing the reports of their proceedings, and to the extent
that they are meeting places for users. They also have a
role ag a focal point for the interchange of Information
within an organisation. Information on local, national and
international wmeetings, visits and group activities 'can be
given, and -~ however difficult it Is to wmeasure actual

Library use, recent studies have shown how it contributes

materials and opportunities for the ~'technological
gatekeeper' to transmit in turn to his colleagues.

While no one user group should be discriminated against or
deprived of an optimal level of sevvice, it must be realised
that the range of services and the variety of materials that
must be accommodated make severe demands for comparable
levels of financial support. It s within this context that
inter~Library cooperation, and individual Llibrary analyses
should be encouraged and supported.

Any reduction in the duplication of materials or processing
activities will not only save money, but will also allow
profaesgional time and effort to be directed at the active
dissemination of Information, thus ensuring effective
exploitation of costly materials and effective enployment of
professional expertise -~ so demonstrating the real potential
of a dynamic Library and information service.

¥ 9

To quonte Professor Feranlo, "all bhuman activities have one

thing In  common. The problemns with which they deal demand a
synthesls of knowledge n both the 'Live' and 'non-Live'
world about us" ~ and for this synthesls a wide-ranging but
affectively selective access to information Is essential,

(Human Engineoring at the Technion., Fublication No.42., June
196%)

14
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QUESTIONS OF FUNCTIONS AND ROLE

The objects of the JInstitute are defined in its Constitution
as:

(i) The dissemination of knowledge through education and
the advancement of knowledge through pure and applied
research in pure and applied Science, Engineering,
architecture, Techno logy and related activities
inctuding the Humanities, Social Science and
Education.

(ii) The education, in the widest sense, of the students
of the Institute.

(iii) Service to the State of Israel and the economy of
Israel by counsel and research, and by -other
appropriate means, and to serve the people of Israel
by the provision of courses of instruction and
Llectures, the publication of books and similar
activities in the areas specified above.

The challenge of management in the Technion Libraries is the
effective acquisition, allocation and use of resources in
relation to +the needs and objectives of the Technion
community., C

T supporting the transfer of knowledge from University to
Tndustry, Mordecal lLevy also states that "these resources
are at the disposal of the industrial community, as are the
services of a staff of experienced Information officers, who
undertake Litevature searches in every kind of publication,
such as books, periodicals, manuals, reports, theses,
standards, patents and specifications in order to retrieve
the pertinent information required. (For) a modest fee..."

(l.avy, Mofdecai M. Creating the Universgity—-Industry
Interface: +the lIsraeli experience. Israel Journal of
Nevelopment., Vol.1., No.3. 1974.)

1f also, as this article says, "The express policy of the
Technion (ig) +to formulate its curricula, NOT according to
TODAY'S practices and requirements of industry, but rather
on the bagsis of a Jjudicious anticipation of TOMORROW'S
need", the Technion Libraries can do no less than to support
these alms.
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The members of the Academic Development Committee, in their
Develorpment plan for the vyears 1976—1980, recognise the
contribution of the Technion to the State as:

"(A) High~quality technological manpower and the ability to
help the State become economically independent and to
attain outstanding economic and technological aims.
This is the State's most precious product.

(B) Fundamental and applied research which contributes
directly to the advancement of Israeli technology and
science."

and ewmphasise that the central «<hallenge in the present
economic situation is to bring a constant rise Iin quality.

They also recommend that in Line with predicted national
needs, there should be an increase -in the number of students
admitted, from 1500 during 1975 and 1976 to 1850 in 19279 and
1980, including a greater emphasis on those interested in
science subjects and teacher training. They  would plan also
for an increase of at least 75 academic positions, a
reappraisal of the Graduate School besides encouraging the
enploynent of Research Fellows and - discussions regarding
plans for the development of new fields of instruction and
research.

They state further in their aims and criteria for
developmnent that:

"As the senior and largest technological institute in +the

Cauntry, the Technion is responsible to a large extent for
the education of engineers and scientists on a high level
for the Israel economny. It should be the pioneer in
develoring and aiding applied science and technology. As a
prerequisite  for achieving these aims, the commiitee
considers it essential that there be a continuous watch over
the Level of teaching and research at the Technion, with a
view to improving it and to increasing Technion's
involvenent in the solution of problems of the State and.
society.” .
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Efforts will be focussed on the improvement of instruction
besides updating the curriculum and developing new fields of
instruction as the requivements of +the State and the
Technion indicate. Initiatives for developing new fields of
research should be welcomed and the scope of sponsored
research encouraged. while academic and public education and
industrial develorment programmes should also be sought.

The traditional mission of University Libraries has been to
supply Library resources to meet the scholarly needs of
faculty and students.

The Technion,.:in common with all universities, is vitally
involved in designing, developing and administering
educational programmes to meet changing requirements and
expectations. Student, faculty, community, national and
international needs in education and information grow in
volume and complexity, as reflected in the continuing
emphasis on interdiscirlinary studies and varieties of
information media.

The Technion programme encompasses not-only the educational
and vesearch needs of students and faculty members, but also
its responsibility +to industry generally, together with its
focus in the National comnmunity of information oriented
organisations.

This means considerable and differing, and sometimes
conflicting, demands on the Libraries for Information
resources and support.

While no one user group should be discriminated against or
deprived of an optimal level of service, it must be realised
that the range of services and the variety of materials that
must be accommodated wmake severe demands for comparable
levels of financial support, besides depending to a large
extent on human resources and the way in which they are
organised to work together. Obtaining and processing the
increasingly costly materials is a necessary investment that
should then receive as much energy and effort aimed at
ensuring their active use as that needed in their
preservation for future generations.

Ovganising  for the wmultifaceted roles a Library and
Information Service must fulfill in a major knowledge based
organigation entails continuous and explicit planning and
deve lopment in concert with THE EXFRESSED NEEDS OF All. THOSE

17
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INVOLVED IN FLANNING THE OVERALL ORGANISATIONAL GOALS.

Van Dijk, the Library Director of the Royal Dutch Acadeny of
Sciences in Amsterdam, says:
“Since Governments = recognise the iwmportant rvole of
scientific and technical information for industrial and
social - development, they have to see to it that in both
academic education and industrial training, information
use and information transfer receive due attention.”

(van Dijk, C. Education and training for information users
and intermediaries. Open. Vol.2. No.10. Oct. 1970.
FE.651-654.)

s

It is even more necessary then, that a Ilibrary. and
Information Service should continue to receive support and
attention witRin its own parent organisation.

"The Librarian depends upon the university executive for
information on adminigtrative and faculty decisions which

effect shifts in configuration ., of the acadenmic
programme, in order o He can plan and”” budget adequately
to rrovide the rary resources to support the

sophisticated and specialised demands of the faculty and
students.

The dniversity executive depends upon the Librarian for a
unique and valuable perspective on  the academic programme,
derived from his university~wide responsibility to support
the wmajor informational needs of the entire faculty and
student body."

From: Rooz, Allep & Hamilton Inc. Froblemns in University
Library Management. Association of Reseavch Libraries.
1970.

-
“,

The need for a continuing dialogue reflecting the Library's
vole as a "mirror-image" dependent on, and not independent
of, the academic programme, and its Iinvolvement as  an
Integral parf“pf the whole system cannot be overestimated,~»

T2
The Statutes of the Technion Library System detail the
functions, structure and budget allocation for the

lLLibraries. The Statutes, and the Director'sy recently
suggested revisions reveal:

18
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« the range of audiences to be served,

» the variety of media to be acauired,

+» the importance of the structure and administrative
composition,

and the necessity for operating the physically separated
lLibraries as an integrated system, in striving to meet the
Technion's Llimited information resource needs by the most
effective and economic means rossible, and the
responsibility for serving as The National Center for
acquiring and registering the core collection of the
technical and scientific literature published in Israel and
the world.

In a study of the managment of Libraries (An analysis of
managerial activities in Libraries. P.A. Thomas and V.A.
Ward. Aslib Occasional Publication No.14 1974) in the U.K.,
the verb "to wmanage" was defined as "to glan, organise or
orerate, and control an organisation's, or a part of an
organigation's, activities". '

The three functions of plaming (defining and specifying
objectives)i organising (obtaining and allocating resources)
and controlling (monitoring performance and correcting if
necessary) were seen a5 both overall systems activities,
and as integral parts of eight specific areas of wmanagerial
activity:

Ac.ommodation

Finance

Equipment

Materials

Staffing

Sorvices

Fublic Relationg
Frofessional Activities

It was also necessary to emphasise the envirvonment within
which the Librarian as Manager pursues his activities: which
is comnposed of the parent organisation -and the Library's
users and relationshipgs with other Llibraries and information
organisations.

Therefore, to wmake the wmnost effective ugse of Library
resources in velation to the expressed needs and objectives

19
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of the Technion community, the Director of the Libraries
System wmust be active in all these aveas.

There have been @ number of reports, and position papers are
still being produced, on various aspects of such activities.
The present Systems Study is concerned specifically with
Fresenting: ‘ :
a clarification of the obijectives of the Technion
LLibraries System within the Technion, and in relation
to the Isvaeli National Library and information scene;

a definition of appropriate’ structures, organisation
and methods to achieve these objectives.

'\
o
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RECOMMENDATIONS

During the course of the study the following tasks emerged
as deserving immediate attention, and recommendations for
action are outlined where appropriate:

1. Develor the implicit ang explicit relationships
already established between the existing Libraries.as
an integrated Technion Libraries System

2. Strengthen existing Links with other elements of the
Technion and develoP new ones; e.9. with Deans of the
Faculties and their Library Committee representatives;
with the Center for the Iwmnprovement of Instruction;
with the Public Relations Office, with the Flaning
and Development Office, with ' the Reseavch and
Developaent Foundation :

3. Strengthen the internal operations of the Libraries,
applying new developments in technology for storing,
retrieving and transmitting information as appropriate
and taking into account the constraints and
Limitations of existing and anticipated budgets,
staffing and programme commitenents
: f

4. Encourage move effective use of collective resources
available locally and nationally by cooperation,
organisation and the provision of active information
services and assistance to users :

5. CLoordinate the acquisition of core library materials
in the subject areas appropriate to the Technion's
teaching and research programmes ‘

6. Man the facilities and services with competent,
trained gstaff.

DEVELOFING AN INTEGKATED TECHNLON L1ERARIES SYSTEM

The problem of organising and operating the separated
Libraries within the Technion as an integral service, and of
giving them an identity as a sysfem within the Technion, and
a focus from which to identify with the role of the Technion

21 -
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itself, is vitally important

The statutes of the Technion Library System clearly
envisaged a structure conposed of a Central Library and
'special professional libraries that are branches of the
Library'. Operationally there is some balance between the
relationships of the Faculty Libraries and their Faculties
and the Faculty Libraries’ and the Elyachar Library,
conceptually there is ambiguity in the relative expectations
and responsibilities involved. In clarification of the
functions of +the Technion Libraries, the system could be
regarded as a Network, and the functions of the individual
nodes or units explored in this Light.

A network of lLibraries is composed of individual Library and
information units who, recognising that no one individual
unit can be . self~sufficient enough economically or
organisationally to satisfy its users' needs, work together
as a mutually dependent, interactive, cooperative system.

There are wmany possible levels of cooperation, from
inter-Llibrary loan through coordinated acquisitions policies
to centralised ordering and processing; many stages between
absolute cenltralisation and autonomous, decentralised .
isolation.

i structure that reflects .many of the positive aspects of
present implicit, and sometimes informal, interactions but
also allows for flexibility and development according to the
needs revealed by a mnore detailed exploration, is diagrammed
as follows overleaf, as an indication of the potential for
reorganisation, not as the necessarily preferred
alternative. The complexity, and the importance of the
subject would justify more detailed "investigation than has
been rossible at this gstage of the study..

Some Frogress has been made, however, with developing closer
working relationships between groups of libraries. The
groupings reflect previous informal relationships, and have
Froved helpful in contributing to the present study and in
representing the views and suggestions of faculty and
department. Llibrarians. This grouping is illustrated in the
suggested organisational structure explored here.

22
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————,

Briefly, the core administrative and service functions
support the operations of the individual wunits, shown here
as clusters of related units. There are of course several
different clustering arrangements possible, as demonstrated
in the Director's "Development Plans for the Te:nnion
Libraries System", where he explores the whole probiem of
centralised versus decentralised facilities and develops
criteria for such a decision and suggests a plan of action.
The grouping is that devcived by the Faculty Librarians at a
meeting held to introduce the present systems study and to
discuss plans for the Library's future.

The Medical Library and the Elyvachar valaly are shown

separately because of their unique functions and
relationships with national and international information
systems.

The separatior of the Elyachar Library from the triad of
core functions serving the needs of the whole network in the
diagram, demonstrates the supportive nature of the
relationship and its congruence witn that between the triad
and other units rather than +the accident of gphysical

. Location.

The Management and administrative services are directly
responsible for the Technical Services and Information
Services, besides holding final responsibility for the
Network as a whole, and the individual Library units.
Orerationally, management -~ and especially planning and
development - would be facilitated by regular meetings with
representatives of each of the clusters of units shown, and
would strengthen the coherence of the 'network as a system.
The represenfafives-would be responsible for communcations
belween their constitutents and the Representative
Management team, while not obvua*lng direct communcation at
any level as required.

Technical services would provide centralised acquisitions
and processing as  at present. Information sevvices would
comprise photocopying, Library education, bibliographic and
information support services and non-print media information
services. :

The Faculty Librarians would be responsible for ensuring the
needs of their faculties were exFpressed, and for
communicating overall Llibrary policies and information on
services to their users.

24
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THE COMPOSITION OF THE CORE FUNCTIONS _,

Management and Administration: The Director of the Technion
Library Network (Technion
Libraries, Technion Library
System - or final agreed
title) ‘

Manpower

Secretariat

Bookkeeping/ .Rudgeting
Systems analysis and design

Technical Services: Acquisition
Cataiovning
Classification
Fericdicals

Information Jurvices: Fhotocopying
Instruction in the use of Llibrary
materials
Information to Industry
Ribliographic information services to
staff and users

~Library Fublications

* Non=-print Media Information Service
Hebrew Literature

Which mnmeans, of course, that keading Rooms, Entrance
Control, Stacks, Circulation, and possibly Building
Maintenance would all be the responsibility of the Librarian
of the Elvachar Library, similarly to the responsibilities
of the Faculty Librarians. : ‘
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THE TECHNION LERARIES SYSTEM AND THE TECHNION

Links with Users; with the Centre for Instructional
Inprovement and with the Technion Research and Development
Foundation. '

LINKS WITH USERS ©

A benefit survey of M.I.T. lLibraries in 1968/1969
substantiated the hypothesis that different members of the
M.I.T. community are satisfied by different allocations of
the M.I.T. Library. budget. This hypothesis is also very
relevant to the present situation at the Technion. In
discussions with faculty wmembers, library staff and
students, it became very- okvious that there are many
different views about the functions and the performance of
the various pavrts of the Technion Libraries Systenm. .

The need to develop a corporate identity, and to make
explicit the roles and functions which may be fulfilled, and
therefore the budgetary implications, is of paramount
inportance.

WiThe following specific recommendations are therefore

"tresented: .

1. An  in-depth usenr survey should bhe carrvied out,
concentrating on attitudes towards the present functions
or voles of the Llibraries. It should include the
questions iltugtrated overleaf in the dratt
quaestionnaire.

2. A programme of library education should be developed, in
cooperation with faculty staff and emphasising areas
relevant to the various curricula needs.

'
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DRAFT QAUESTIONNAIRE FOR USER SURVEY

FOSSIRLE FUNCTIONS OR ROLES OF THE LIERARIES:

to provide the means to discover and/or browse through
new books

to provide the means to browse and read current
journals

to “provide an informal place to lounge, relax and
socialise

to provide required and recommended reading

to provide a ‘'place' to study required and recommended
reading

to provide a Flace to study your own material

to provide books and materjal for research and term
rparpers

to provide bibliographic services _
to provide reference aids through professional

librarians

TECHNION STATUS: Course or Derartment

Undergraduate - year 1
Undergraduate - vear 2
Undergraduate - year 3 Residence — on campus
v off campus

Graduate Student - Masters

Fh.D.

Faculty

How many hours in a typical week in any of the Technion
Libravies?

0-5

6-10

19-495

16-20

29-25

26-30

more than 30
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I wmet with the Students Association representative, Elisha
Rabinowitz, Member of the Committee for Academic Affairs,
and discussed generally the students’' concern in Library and -
Information Service provision at the Technion and the
rresent Systems Study.

I have also seen his report to Prof. Bear, the Director of
the Library, Members of the Library Committee, the Chairman
of the Committee for Academic Affairs and +the Students
Association, regarding the 'Policy of the Students
fissociation on the subject of the Library'.

We have kept in touch, and - exchanged information,

specifically on the progress of the present study and of the
conparative survey on the subject of policy of dissemination
or centralisation of lLibraries instigated by the Students
Association. Prof. Simon and I . have also wet with the new
Chairman of the Students' Association to discuss the matter
further, and exchange views on current problems.

It would seem that there is a definite and percéived need to
rationalise access to Library and information resources at
the Technion with'all urgency. This reinforces the concern
of the Administration, members of the Faculty and Library
sstaff with the development of an integrated network of
services. -

In particular:

Immediate action on Lliberalising and rationalising Lloan
policies at atl Faculty and Departmental Libraries.

This action would not only be seen as a welcome step in
rroviding needed services, but as a demonstration of good
faith in moving towards the implementation of a programme of
improvements. It would also be a strong factov in initiating
.the closer relationships between units of the Technion
‘Libraries JSystem so necessary in developing an integrated
service, and would help to develop the sense of a common
identity and commitment to the provision of services within
the Technion's overall needs and functions.

28




26

Students ave particularly aware of the benefits that can be
devived from: 1{!?
,"i'
a quiet place to sit and study; &
the importance of oren-shelf access to materials to
encourage browsing and the widening of the awareness of the
range of materials that can support the learning process;

the protential availability of a wider range of services
through effective use of mechanisation in the necessary
Frocessing activities involved in tibrary and information
work. .

They ave also sympathetic to +the problems the Technion
Libraries System faces in balancing the needs of its users
and the constraints affecting the services that can be
offered from the complex, dispersed and limited facilities
Presently available. -~ They  see a need for overall
coordination of the present uneven and fragmented service,
while appreciating the present high levels of service
Frovided by the individual Librarians orerating under the
existing unsatisfactory situation.

; They see the functions of the Elyacﬁar Library as:
the provision of reading rooms, especially for use during
the first two or three years of study, and the provision of

general as opposed to specialised Literature. “Most
importantly, they see it as the Center of :the information
system for all students, including graduates and research

assistants. They see it also as having, a circulation
function, but not as the major source for this service, as
the credit system and increasing project work has encouraged
and enphasised the +trend for all students to need the
services of Faculty  and Departmental Libraries for
srecialised subject needs — although still needing to rely
on the Elyachar Libyvary for genergl text books. -

)

They recognise the srace rvestrictions prevalent in all parts
of the system, and its concomitant problens of noise and
heat, and conditions not generally conducive to concentrated
study, but would suggest the use of financial support to
improve present arrangements rather +than to rlan big new
extensions for hypothetical improvement of the situation for
an unspecified future.

29




27

They also see a need for an active policy to provide a
programme of Library orientation and information use for
students as an integral part of the compulsory subjects, and
to. emphasise the active dissemination of information as a
Library function rather -than pas§ively providing a service
to those who vequest it, another area where  they can see
rotential rrogress if mechanisation is introduced. They also
suggest that such investment in mechanisation would provide
good control information allowing better coordination of the
scattered Llibrary units, and the exchange of information
between both systems'  elements and system users, besides
compensating to some extent for the closed shelf aspect of
Fresent provision. '

They comment on the disparate ratio of finances for the
Technion Libraries and for Haifa University, where the
latter have 3000 less students, but is supported by .3
million more Israeli pounds than the former.

4 .
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THE CENTER FOR INSTRUCTIONAL IMFROVEMENT

The Technion Libraries and the Center for Instructional
Inprovement are already cooperating to the: extent that the
Carasso Self-Study Center houses a Non—-Frint Media Library.
The Librarian has developed a union catalogue of +the
non-pyrint media holdings of the various faculties and
departments, and will coordinate non-print media services
for the whole of the Technion, and can direct users to
relevant libraries and departments. The potentials of such a
service are indicated overleaf in the notes on some of the
ruestions that: must be answered in the plaiming and
orperation of such a service. -

In addition, the two uni*~ are cooperating in the production
of a tape-slide guide to .the use of the Library. These early
activities could be deve Loped into even stronger
cooreration, the aims of the Center for Instructional
Improvement and the activities of the Technion Libraries®
System have a strong common interest, as the Directors of
the units have seen. Any improvement in instructional
methods is likely to be closely linked with the provision of
relevant informational media; and improvement in the use of
information media (through an. intensive educational
Frogramme in that—library and information services) will
have a rervasive effect throughout the subject disciplines.

If librarians are to have appropriate resources available
and managed in such a fashion as to enhance the student's
learning "and facilitate self-study, they must work closely
with the faculty in deciding what materials are +to be
assembled and how they are to be organised. They must be
drawn into active collaboration with the teaching faculty.
They must be privy to the teaching aims, and know the answer
to the question: information for what?

This iwrlies that the Llibrary must have adequate space,
adequate resources and enough qualified Librarians to
rarticirate in this rvole, and that these Llibrarians are
given more than formal opprortunity +to collaborate with the
faculty.
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oy
If a central function of the YTechnion Libraries System is to ..
contribute to the instructional programme of the Technioyg,
then some hypotheses developed by a vreseavch team from Wayn%
State University, funded by the Office of Education in a
project concerned.. with exploring methods of develorping a
move vital relationship between the library and teaching at
Monteith College are highly relevant.

The hypotheses are as follows:

"that a student is likely to acquire Llibrary understanding
and competence when his experiences in the library are
functionally related to the objectives and content of his
subject courses and when this relationship is made manifest:;

that the student's library experiences can be so related to
his course work when Llibrarians are involved from the
beginming in the course planning;

Ry
that Llibrary staff involvement can stimulate extensive
exploitation of available library resources in course work;
that when Llibrarians are closely involved in{ﬁgﬁirse,

develosment, their contributions, especially in conneﬁﬁion
with the use of materials aspects of course conten®

<

and
objectives will be valued by the faculty and will be
implemented in the curriculum;

. *,
that providing lecturers with bibliographical assistance
will result in making more effectrive use of Llibrary
resources".

ref: HKnapp, Fatricia B. The Monteith College Libréry
Experiment. Scarecrow Fress. 1966.

32
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If librarial'/ at the Technion are to have appropriate
resource"@vgglable and managed in such a fashion as to
enhance 1tRe ™ students' Llearning and facilitate self-study,
they must work closely with the Faculty in deciding what
matevials are to be assembled and how they are to be
organised. They must be drawn into active.collaboration with
the teaching faculty. They need to be privy to the teaching
aims, and to know the answer to the question - information
for what? :

This yjinplies that the Llibrary must have adequate space,
adequate resources and enough qualified Llibrarians to
rarticipate in this role, and that these librarians are
given mwmore than formal opportunity to collaborate with the
faculty.

In particularv, studentsmneed:

to have a clear cohception of the function of information in
their work, and expect to find 'evidence to be examined',
rather than the 'one right answer' to the jquestion;

to g;in sorhistication in evaluating books, taking into
account such clues as 1o their probable worth as date of
publication, quality of references cited, etc.;

to have a clear understanding of the classification systenm,
and the catalogue as keyvs to the contents of the library;

aprpreciate the differences in organisation in the
literature, and terms Like theory, arproach, concept,
method, school, stvyle, etc., characteristic of the

organisation of the discirlines, and of subject, - form,
reviod and place;

to be acquainted with the bibliograrhic tools which provide
access to the literature, i.e. guides, surveys of research,
reviews, annuals, abstracts, indexes, etc....
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THE NON~FRINT MEDIA LIBRARY - Some Quegtions

FOSSIRBLE PURFOSES: Frovide non-print media for students and
staff. .
Provide information about non—-print media
for students and staff.

Frovide instruction in using non-print
media for students and staff. ,
Frovide demonstrations of non—-print media
for students and staff.

Frovide a place in which students and
staff can use non-print media.

Acquire, process and maintain non-print

media.
Monitor use of non-print media.
Flay an active role in increasing

learning and instruction efficiency and

effectiveness.

Develop, improved Llearning and teaching

techniques and systems.

Demonstrate relationshirs between

non—-print and print media in the

teaching/learning process.

Encourage use of non—-print AND printed
media.

i.e. These shéuld be arranged in order of specificity OR
priority - therefore activities, and services to be
derived from them.

““FACILITIES - e.g. Carasso Self-Self Study Center
& SQUIPMENT the provision in the Elyachar Library, and
in facglties. -

L
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e SERGICES T0 U BE OFFERED -

MATERIALS

" STAFF e.q.

32

i

e.9. loans within Study Center
loans to Faculty ‘
instruction in use of machines
contribution to natioﬁal bibliograrhy

catalogues in faculties

information to Faculty Librarians, etc.etc.

e.g. Films
Cassettes
Slides

books - which books? i.e. related to other
materials held, not "just books" - show how use

‘ of 1 media can enhance/lead into others.

éequirements for'different levels of service
i.e. orpening hours when other duties such as

facuwlty- staff demonstration Lectures,
liaison, must also be dealt with.
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THE TECHNICAL INFORMATION SERVICE established in 1971 and

continuing, albeit with reduced staffing since the
secondment of the Head of the Service to the Fublic
Relations Office of the Technion, was a successful
inovation. Its contribution to the aims of the Technion in
serving the State and the people of Israel, "and its
importance in making its unique resources available

nationally have been recognised not only by recipients of
the Service, but also by the Technion Reseacrch and
Development Foundation, as indicated in the following Memo
from the Director:

"Sub ject The place of a university Library in
Industrial-University Interface

Somebody or other said "“a university is a collection of
books". In any case a university library will be much
broader, larger, and better serviced than that of almost any
industry. This statement may not be true of a developed
country such as the United States or England, but it is

certainly true of Israel.

A university should therefore open up its Llibraries to

industrial technological manpower. It will not only help the
industry, but could be the first contact which an industry
makes with the university. This could then lLead to other
services such as research, testing, and consultation. The
use of the Llibrary by a technologist from industry would
also enable him to know what seminars and other important
lectures are being given at the university. Thus again. the
library could serve as an iwportant public relations..tool.

In addition, just as industries are dependent on special
equirment of universities for special services, they could
also receive special services from the Llibrary. Technion
began such an enterprise several years ago. It prepared
Literature surveys to order for companies. This I feel c,uld
be especially important in Israel. Technical staffs are
smallt, and they do not have the time to make the necessary
Literature surveys so important to any scientific activity.

Another service which a Library might perform would be to
rublish abstracts pertinent to the particular company or
industry. This 15 the tyre of service which we have rendered
and are still rendering to Koor Industries."”

-

The Information Service should not be a burden on the
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.

Library, but should be self-supporting, gaining financial
aid from both individual wusers and through the Technion
Research and Develorment Foundation and its service to
industry programnme.

Information is a wvitally important national resource. 1In a
developing country it is even more essential to make the
most effective use of Llimited financial and professional
resources and duplication of . effort and research is even
move unacceptably costly and time—-consuming.

Demands for more rapid and reliable access to the growing
body of recovrded knowledge strains the capacity of any
libvrary, and makes more vocal the urgent need for
cooperative endeavours.

The Technion Libraries System, as a vital ravienal
information resource, and as a part of the Technion, has a
respongibility to make its materials and sevvices available,
and to particirpate in the development of such activities,
and indeed to give impetus to the development of effect&xgh

inter—institutional cooperation between libraries in Israel. &

I would therefore recommend increased suppport for the
Technical Information Service, drawing also on +the subject
expertise of faculty/department Librarians where possible,
as outlined earlier in this report, and drawing support from
the Industrial Liaison Service of the Technion Research and

Devetlopment Foundation. The provision of the Service
requires ddequate stafftfing to cope with demands of an
ongoing activity, while Pplanning its develorpment and

coordinating the contributions of specialists. Additionally,
the resurvection of the guide to current information about
the Hebrew literature, which was of national benefit, but
which has had to be susrended because of staff cuts, is
highly recommended. As indicated, this service was useful
both within and bevyond the immediatr community of Technion
users, and has been sadly missed.

3
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THE DEVELOFMENT OF AN INTEGRATED COMPUTER-ASSISTED LIBRARY
~ SYSTEM? o
EXFERIMENTAL PILOT PROJECT;
COMPUTERISED ACAUISITIONS, FROCEDURES

The internal operations of the libraries
should be strengthened by applying new
developments in technology for ' stoving.
and transmitting information.

It is therefore Frorosed that an
experimental pilot project, partially
funded by the grant made awvailable
through I.B.M., should address the

deve lopment of an integrated
computer—-assisted libravry system by
designing and implementing computerised
acquisitions procedures for English

language monograrphs.

Although present staff savings in the
form of cuts in manpower would not be
attained, it should be rossible to make
more time available for the professionel
activities outlined in this report, and

T ' 50 urgently needed to actively support
' . the information needs of the Technion
Community, and to accommodate the

increasing work loads foreseen in the
future without the matching increases in
numbers of staff that would be vequired
by present manual methods.
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CRITERIA CONSIDERED IN RECOMMENDING FILOT PROJECT

Criteria considered for choosing a specific pilot
project to be implemented as soon as possible-
after the systems study phase included the
following:

Applicability: contribution to existing functions
rossibilities of providing new services
providing management information
comprehensiveness
integration within system
improvemnsnt of performence
reduction in cosfﬁeffectiveness ratio

Flexibility: time range of applicability, i.e. once-off, or

ongoing syst ..

facility to accomdodate technological change
and development

facility +to accommodate organisational change
and -development :

Hegree of openness to a continuing change
Frogramme ‘

degree of orpenness to future requirements

39
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Controtlability: degree of control availaﬁie on -
inputs
processing
outputs
orerators
users

equipment

Acceptability: to users
t0o operators
by the organisation

ease of explanation, education in systems
orevation

—

influence on human relationships within the
organisation

Fase of )
Inplementation: planning and design requirements -
timescale

simeiicity and convenience of method,
ine buading

data collection and conversion

degree of correspondence with current
methods

requirement of special skills
use of current skills
staffing and administrative ordganisation

availability of resources, i.e. hardware,
software, personnel

rhase~over from existing to new system

o | 40
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Farticular weight was given to:

.« . the potential“ for developing an - integrated
computer—assisted lLibrary systen

« demonstrable saving of staff time, and therefore
imnediate impact on library staff and library users

. the systems analyst's knowledge and experience of the
use of automation in Llibraries in the U.K. and the
Uu.s.n. ‘

‘Within the framework of these criteria, and having

reconsidered recommendations for mechanisation made in
previous reports, four areas for possible computerisation
were considered, together with their implications for a
pilot project:

{

. Serials control
« Technical Report Literature control
. Monograehic Ci.e. book) control

.~ the U.D.C. index to the Subject Catalogue.

In any development of computer based procedures in the

Technion Libraries, the core data base is the bibliographic
description of Library naterials. The basic philosorhy in
making the most effective use of bibliographic information
is that of making one recovrd fultill as many functions as
possible without continuously regenerating the information
for each new need. '

It is therefore proposed that a system be developed -
tallgred to lmnediate Technion needs, but with the potential
for making use of national and international developments as
and when appropriate.

Whatever the present difficulties Iinvolved in using the
Library of Congress or Eritish National Bibliography MARC
tares, it is imperative that the Technion BOOK recovrds be
conpatible with these International standards.

In this way, It can benefit from the vast experience in
developing and using computer baged Library procedures In
the JStates and Iin Europe, and be able to work towards the
ideal system design, where the fullest use can be made of

41
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existing machine readable bibliographic data, so cutting out
wasteful and costly duplication of work and re-reproduction
of records.

All Library procedures, from selection and processing,
through use and maintenance of the collection, are tied to
the vse of the bibliograrhic description of individual
bib.ivagraphic items: monographs, serials, reports, journals,
and audio-visual media. The procedures are accomplished by
adding elements of administrative information: e.g. date of
action, type of action, authorisation of action, record of
action conpleted, etc.

Information in a manual system is also provided by the place)
of the record, or form, in the sequence of activities;uwhich
file it is in, or whose desk it is on, when.

Within this framework, and in the context of continuing
suprart for the work of the analysis and research team, it
should also be possible to address the other areas of
comruterisation mentioned in this report.
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THE COMPUTER-RASED ACQUISITIONS SYSTEM

7

Inputs will originally consist of forms from the Faculty
Librarians and forms from the Elvyachar Library, as used at
the present. Copies of these forms will be given +to the
Systems Analysis and Research team; during the pilot project
stage old forwms may be .used for program development and
testing. Orders will continue to be dealt with in the usual
manmer, although Library staff will familiarise themselves
with elements of the new system.

Once the programs for the pilot project have been developed
and tested, Elyachar Library input should be direct, and
Faculty Libraries from forms (eventually there should be
direct input of Faculty order information).

Orders for booksellers will be printed.

lLists for the Elyachar Library Accounting Department will be
printed, in Faculty/Fund order, and copies for each Faculty
Librarian.

Chasers for overdue ordervrs will be printed for despatch to
the Rooksellers.

Receipt information will be entered direct on receipt of the
invoice, and receirt of the books.

Catalogue pro-formas will be printed to speed the
cataloguing procedure.

Monthly, and cumulated Lists of new acquisitions will be
Frinted, for Faculty Libraries, members of Academic Staff,
and students as requived. The cumulated Lists would in
essence be short form book catalogues for recent
acquisitions.

COST-RENEFIT ASSESSMENT

Costs will centre mainly around personnel and the use of the
computer and related equipment needed to carry out a pilot
programmwe of this sort. A rough estimate can only be given
at this stage, more accurate figures can only be presented
after detailed design work.
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The number of records will initially not exceed 900 per
month. Each record will be approximately 500 bytes, 5000
records, maximum 2 wmillion bytes which will need 10
cylinders. This gtorage space should be adequate for
approximately & months records in the ongoing system, at a
cost of ILY782 par month.

For implementation, a terminal placed in the Elyachar
Library should be vented, at a cost of IL{1,200 per month. If
it is possible to secure one in the Library during the pilot
project, the ease of design and progress of the work would
be considerably enhanced. In the meanwhile, access to a
terminal/s on the Technion Site must be assured.

Tarpe storage is IL20 per month, and 2 tapes will be needed
for systems backup initially, plus a rate of acquisition of
1 per month for tvansference of archival records.

Computer CFU time is IL92 per minute, and computer memory
JLO.90 per 100 minutes x KH.

Use of the terminal is ILL20.70 per howr, use of discs
IL11.350 per 1000 accesses. Three months development work,
with a maximum of two hours computer time is 1IL1,040, plus
tevminal use of 10 hours per week, for three months at
IL.20.79 per hour, is IL2,484.00.

Total investment in computer use during the pilot project:

terminal rent . . . L L L 4 4 4 4 4 4 . .. 1,200
terminal use .+ & & & 4 4 4 4 a4 4 a4 s s s s . 828
cylinder storage . & & & 4 4 4 4 4 4 4 a2 . . 782
tape storage . & & 4 4 4 a d e e e e e e e . 60O
COMPULEY USSR & & 4 4 & & 4 4 « 2 s o o o + o« 387

4000 Sous sove 0000 rein 5008 0es Seve sowe

Fer month I 3,217
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In addifion, the work to be accomplished iwncludes detailed
systems design, the creation of the data base, and of the
necessary report generators, and will require the services
of: ’

+ 3 man months
« o« § man month
1.5 man months
1 day per week
PR map month

Systems analyst and project leader . . .
Systems analyst and programmer . . . . .
Assistant systems analyst . . . . . . .
Assistance from the Librarians involved
Secretarial assistance « . . + . & . . .

» > » » »
> > »

and would beg%h ing"yluly, and proceed over four cglendar
months. The phase- of the implementation stage would be
over six calendar wmonths from the start of thd pilot
project. .

Most of this team effort would be available from within the
existing system, and the initial I.H.M. grant contributesg
towards the salary of the Systems Analyst and Froject
l.Leader .

It is suggested that some assistance from the Systems
Analyst during the implementation phase of the Froject
should be considered, and that development of the integrated
system envisaaed, and from which the greatest return for
investment would be achieved, will require the full~time
services of a resident systems analyst and support staff on
a.continuing basis during the development of the appropriate
new modules; i.e. full design and implementation of all
Acquisitions, Processing, Use and Maintenance sub~systems,
and their extension to other bibliographic materials such as
reports, Journals, audio~visual media, etc.; and their
integration with the modules as implemented.

Benefits will include the prevention of unintentional and
castly durlication of orders, streamlining procedures and
reducing the clerical content o* the work of the Librarians
involved. Specifically, filing activities at the order and
receirt stages of the acquisitions procedures will be
obviated., In addition, the ease of obtaining rveports, both
on management jnformation, and Lists of new acquisitions,
will be helpful - not only in providing current awareness
for . Librarians and library users, but also in introduc ing
the concept of computer based Library services o both these
groups .

The benefits to be derived from an integrated systen,

include union type catalogues of all Technion holdings, and

46



44

for all media, including that most elusive of control, the
research report Lliterature, have already been outlined in
Frevious reports. In addition, the unifying effects of such
a8 system on the physically scattered units of which the
Technion Libraries JSystem is composed, should not be

undevestimated, nor the consequent benefits to be derived by
the Libraries' users.

4
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CONCLUSION : IMFLICATIONS FOR ACTION

Earlier in this report I defined the problem that we all

share, as the need to make the most effective use of limited

resources. In spite of cuts in funding and manpower, indeed

rerhaps because of these very cuts, organisations have been

asking questions about why they exist and what they are

doing. FPerhaps even more important, they have considered

5 what things they shoulds.really be giving priority to,
ey § deciding what the imnportant areas of activity are, not just
. for now, but to ensure continued organisational survival in

the future. -

l.ibravians all over the world share wmany of the same
problems:  cuts in budgets; dilemmas about whether to
computerise or noti; how to cope with increasing demands from
users without being able to employ more staff to give the
really active information services that are needed.

There is s0 much scope for professional activities in reader
services and the provision of specialised information
rackages (that is, in the active exploitation and use of the
materials that are so costly to acquire and to process),
that helr with routine activities must be actively sought.
Ay reduction of the time that has to he spent in frocessing
and control gives more time and energy to giye to the user,
50 demonstrating the real potential o¥ Llibrary and
information work and the need for continuing substantial
support for these activities.

There is scope and potential in the Technion Libraries
System, there are also the urgent local and national needs
for its serviceg. There is no one quick, short, easy
solution to the complex problemns involved in developing the
most effective balance of needs and resources for the
various groups of users the Technion must serve. There are,
however, immediate implications for action to gain present
improvements in  the situation and that would work towards
the development of & vital and effective Llibrary and
information service iIntegral to the plans and organisation
of the Technion.

The maljor recommendations have been briefly listed Iin the
Abgstract that introduces this report. They have been
developed at greater length within the context of their
relationship to the total systems design. Within the complex
and clogely interrelated themes that underly the design and

Q 4!3
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S8 -

operation of a libraries' system, each suggestion for action
necessarily relates to more than one area of concern. It is
because of this complexity, and because of the need in all
types of organisation for an ~ongoing planning and
development function, that I have stressed the necessity for
supporting an analysis and research activity within the
Technion Libraries System.

The immedfate need for fheir talents and experience is in
the design and implementation of computer-based acquisition
procedures as the first step in developing an integrated

.computer system for the acquisitions, Frocessing,
information control and maintenance systems of the Technion
LLibraries. I.R.M. is sufficiently interested in the

rotential usefulness of such a system as to immediately
offer some support for the design of a pilot project, and
might be interested in complementing further Technion
support 'for continued deve lopment.

For the Libraries to benefit from the potential usefulness
of an integrated  system, a contineing programme of
development is essential. Even with the completion of the
first stage, dealing with acquisition procedures, some
inpact will be made not only on the processing support
activities the Elyachar Library offers to the faculties, but

also in the provision of immediate current selective,
dissemination of information services to faculty Libraries
and staff. The Progressive impact of incorporating

cataloguing classification and Lloan activities would enhance
present performance, and allow new services without the
otherwise desperately needed increases in staffing., A
summary diagram of the eventual impact througnout all arveas
of Library procedures is shown overleaf, repruduced from the
author's

"A Frocedural Model for the llse of Bibliographic Records

in Libraries" Aslib., Occasional Fuhlication No.4.
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The Analysis and Research team would also have a major part
to play in helring to develop an integrated, coherent system
from the Fpresent fragmented entities. This would also be
facilitated by the adoption of a programme of organisational
development based on the MRAF system of the Laevican
Research Libraries, but tailored +to fit the situat:con here
at the Techniim, and would need the level of coordination
that such a visit could provide.

In addition, they could be responsible for the
implementation of other recommendations made in this report.
These are included in the summary of recommendations which
follows: :

R that the experimental pilot project, partially funded
by the grant made available through IBM, should address
the development of an inteqrated computer—assisted

Library system by designing and implementing -

computerised acquisitions procedures

R that the Systems Analysis ond Research team wveeded 1o
carry out the pilol project, should continue to work on
the development and implementation of the Iintegrated
system in planned stages, and should additionally be
responsible  for the imp lementation of +the other
recaommendations in this report

. that the development of an  integrated Technion
Libraries System should be actively pursued and that
organisational issues within:-the Elyachar Library and
between this rart of the Techwion Libraries System and
other parts (viz. Faculty and Departmental Libraries)
be tackled within the framewovrk of an analytic approach
developed srpecifically for, or adapted to, Library
management, such as the MRAF (Management Review and
ArFraisal) Frogramme of +the Association of Research
Libraries, Office of University Iibrary Management in
the U.8., OR Management by Objectives and Organisation

Develorment techniques as inplemented in English
educational type Libraries by the present systems
analyst

. that existing Links with other departments of the

Technion, such as the Technion Foundation for Research
and Development and the Center for Instructional
Inprovement, and the relationship between the Technion
and its Library and Information Services he

04
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. strengthened, and improved by such endeavours as:

mounting an in-depth user study

taking immediate action on liberalising and
vationalising loan policies

developing the existing Technical Information Service
on  a paying basis), in particular exploiting and
oardinating the present scattered subject expertise
already available within the Technion Libraries System,
in consultation with the Industrial Liaison Officer of
the Mosad

extending the present immovative efforts at library
education initiated by the tape-slide guide for library
users undar development with the C.I.I. staff, into a
plammed programme of education for all users, in
cooperation with the C.I.I. and the Deans of the
Faculties

. inaugurating a Planed Programme of Library
Frublications, in accordance with the functions and
qualities of other Technion publications and using the
experience gained in APL text processing not only in
preparing these publications, but also in developing a
pilot information service using the "Electronic
Conferencing” techniques developed at the Institute of
Technology, WNew Jersey, U.S.A. In particular, the
renewed publication of the guide to Hebrew Lliterature
should be undertaken.

I have been helped in this study by +the availability of
Frevious reports on the Technion libraries, and would like
to express my appreciation not only of the work that has
been done in the past. but also for the unfailing
helpfulness and cooperation I have received from their
authors in discussions during the course of the Sﬂudy‘ T
have tried not to duplicate their work, nor to e-present
the detailed quantitative analyses they have made .~  these
are available should the information be requiired for
specific operational implementations - but have found their
insights and continuing interest in the Provision of
effective Llibrary and information services at the Technion
both helpful and encouraging.

The reports I have referved to are listed in appendix no. 3,

1)



together with references that have been quoted elsewhere in
the report. =

As a systums analyst and ex-librarian, I can do no better
than tu repeat the Fresident's comment in the latest report:
"The Technion can best fulfil the vital mission which it
must pevform in Israel if we are demanding of ourselves and
seek every opportunity to raise our academic standards and
inprove our services", and .hope that in endorsing the
recommendations made here the Technion Libraries System and
its staff may be allowed to contribute fully in this
endeavour. -

D6
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APFENDIX 1

FROPOSAL FOR A SYSTEMS STUDY OF THE TECHNION LIBRARIES.

The problem:

The need to make the most effective use of Limited resources
in providing Library and information services to the users
of the Technion Libraries.

Rackaround:

The local and national needs are such that effective Library
services are essential to obtain, record and disseminate the
information required to survive and to progress in ‘this
technological -age. The growth of the world's Literature in
science and technology; the rapid advances in  every
scientific field; and the increasingly onerous economic
Fressures make the application of the scientific approach to
the communication of knowledge a project of primary
importance. Frofessor Ackoff's study for the idealized
design of -the scientific communication and technology
transfer system in the United States- indicates the
inportance the Governmental funding agency assigns to
ensuring both effective and efficient use of the resources
available, and the urgent necessity they teel for Pplanming
and develoring our organisations to achieve this.

Olher indicators of the potential value of systems' analyses
of Library and information centres abound. There is much
attention and effirt focused. on introducing  .and adapting
such management techniques as Planned Programméd'Budgetfhg
Systems, Management by Objectives, Organisation Deve lopment,
Manavement and Staff Development Programmes, and the
introduction and development of computer based techniques
and management information systems.

Experience gained from these studies emphasises that it is
the process of design, the communication within and between
the various groups of people, the shared values, ideals and
conmitments to action that-can clarify what we want from our
systems, and help to release creative solutions to the
problems we may meet in trying to achieve our agreed
objectives. Theve is no one right answer, no panacea for all
organisational ills, but we Hhave the knowledge and the

o'
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technology to exploit the similarities between systems and
between classes of systems, Tor the solution of problems in
the unique and individual situation each organisation, and
network of organigsations, presents.

THE ORJECTIVES OF AN ANALYSIS OF THE TECHNION LIBRARIES AT
THIS TIME WOULD THEREFORE RE:

t. a clarification of the objectives of the Technion
Libraries within the Technion, and in relation to the
Isvaeli national Libvary and information scene.

2. a definition of the appropriate structure, organisation
and methods to achieve these objectives (including an
examinatiaon of the place of the computer and other
technological aids developed for wuse in library and
information systems in contributing to the achievement of
these objectives).

Method:

a) Re-definition of the overall objectives of the Technion
Libraries in yvelation to the overall ob jectives and
future plans of the Technion as a significant national
in‘ormation resource, by consultation with those
responsible for such statements.

N.BH. Much work has already been done, both on the role of

the Library, and the future of the Technion, and
discussions with those responsible for these repovts, and
for future plans is a prerequisite to any formal

statements of the Library's objectives and range of
priovities that can be used as a basis for the systems
study.

1) Review of alternative strategies and designs for
achieving these objectives, including a summary of the
experience gained in other library and information
systems, and what models, strategies, structures cand
technological devices ave available for zonsideration.

Examp les of such approaches include:

THE AFPFLICATION AND ADAFPTATION OF MANAGEMENT FRINCIFLES AND
FHILLOSOFHIES develored for other parts of organisations,
such as Mb0, FFRS, project plamming

THE AFFLICATION oF ORGANISATION THEORIES concerning
networks, functional vergus matyix organisational

08
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structures, the team arproach, centralisation versus
decentralisation

FROCEDURAL ANALYSES aimed at rationalisation of internal
work processes

COMFUTER FEASIRILITY STUDIES, the use of the computer in
acquisitions, cataloguing and issue systems, integrated
. systems such as DOBRIS, (DOrtmund Bibliotheks-System), or the
rrogrammes developed fore the I.C.L. Library package in
England, the use of MARC tapes, union catalogues and union
lists of periodicals _
THE USE OF MICROFORMS AND aUDIO-VISUAL AIDS to education and
the dissemination of information.

¢) Development-of the Commitment package for Action, or the
Master Flan. The systems study report would present
statements of agreed ob jectives and details of
alternative designs aimed at achieving these objectives,
as indicated above, with notes on the relative benefits
and costs of the alternatives recommended, and . the
resources that would need to be invested in adopting
them. It would also include a definition of the criteria
for choice of an integral demonstration module that could
be implemented as an indication of the potential benefits
of the chosen system design, and to provide feedback
information necessary to Plan a full scale
implementation.

ELEMENTS OF THE DESIGN FPROCESS:

A procedural analysis of the present information flow within
the library would not only provide a basis for the
consideration of inproved methods, including the possible
contributions of mechanisation, but would also provide a
manual of in-house routines as training aids for new staff
and a record for evaluating future progress. It should
indicate which areas of activity might be most usefully
chosen for demonstrating the implementation of a key module
of the overall plan.

Srpecific applications that could well be implemented, and
have indeed been suggested in .earlier reports by Ing.Kohn
1d Reuben Karni, include the following:

the automation of the topic catalogue in Hebrew;
a periodicals control system;
indexes via terminals or punching machines;

-, a budget supervision system;

29
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Other areas for consideration could include:

ordering and budgeting for the acquisition of monographs;
a short title catalogue of books issued on Lloan to
students and staff, which could later be extended to
incorporate new acquisitions:;

a mechanised issue or loans systemn, that could be linked
with the registration of students.

Definition of the criteria for choice of the inmplementation
module would inc lude such elements es: organisational
constraints, budgetary considerations, time—tabling, users
response, staff response.

An important aspect of the project could be fulfilled by a
Consultative Committee that could be responsible for
steering its progress. both in giving guidance on and
consideration to any interim rvreports, and also monitoring
rossible progress towards implementation, in relation to the
overall timetable. !

FOSSIBLE STRUCTURE OF THE CONSULTATIVE COMMITYEE:

Chairman:Frofessor Ralph Simon, Director of the Library
Frofessovr Shamir, representing the Vice-President's
Office for Academic Affairs :
Ing.Kohn
Dr. Doron Cohen
Dean Yadeen
Professor Dov Katz
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Unless a work system is completely automated, it is a
man-machine system, and is unlikely to function effectively
unless this fact is recpognised and designed for. Information
must be made explicit tur computer manipulation, but the use
of information still depends on human interpretation. I
would therefore emphasise that a very large part of the work
will necessitate interviewing and talking to the staff of
the Technion Libraries, as well as consultation with staff
from other interested Departments. The progress of the
rroject is  therefore dependent on their cooperation and
goodwill, and the tentative timetable may heed to be amended
to corvespond with their information and advice, and with
the resources actually available. I would also like to
express my appreciation of the helpfulness and considevation
I have met with in my preliminary talks.

Fauline A. Thomas

March 1976.
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AFFENDIX 3

REFERENCES

TECHNION REFORTS STUDIED AND REFERRED TO IN THE TEXT:
: !

a2 \
Constitution and Statutes of the Technion-Israel Institute
of Technology. Revised text translated from +the Hebreuw.

1964.
Annual Report of tHe Divector-Elyachar Library~for 1970-1974 -

A report of the Committee to examine the state of the
Technion Libraries. Chairman Ben Israel. 1974.

Technion Library System Statutes : Present as from 1940 -
Suggested Revisions 1976.

Development plans for the Technion Library, and the revised
Statutes of the Technion Libraries System. The Director.
1976.

Library Survey. David Housman. 1970.

FRerport of the Technion Libraries, prerpared for Ing. D. Kohn.
M.Manor. 1976.°

Library Systems at the Technion. Survey conducted by the
Organisation and Flanning Division. Ing. D. Kohn and Mrs. M.
Steinberg. 1975. '

Library Systems at the Technion. Folicy of the Students
Association. 1975. - . :

Notes on a Library Committee Meeting '9?th November 1975,
where Ing. Kohn's report was reviewed.

Technion Library Computerisation, Analysis and Suggestions. .
Retven Karnie. I.R.M. Corporation. ‘

Rerort of the Fresident. 1974/5. Technion—-Israel Institute
of Technology. ,

Report of the Fresident. 1975/6. Technion~Israel Institute
.of Technology.
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Human Engineering at the Technion. FProf. Faranio.
Fublication No.42. June 1965.

Creating the University-Industry Interface : 'The Isvaeli
Experience. Mordecai M. Levy. Israel Journal of Development.
Vol.1. No.2. 1974.

Development plans for the Technion {97464~-1980. The Academic
Pevelopmnent Commiltee.

R

OTHER REFERENCES:

Ameyican new Higher Education Act. Title II. Fart C.
Strengthening Research Library Resources, proposed by the
American Library Association. 1975.

AFL Language. GC26-3847-1. File No. S370~22. I.E.M. 2nd
edition 1976.

AFL Text Editor and Composer. Program Description/Operations
Manual. Frogram No. 57946~-FAC. 1.R.M.

Becker, Joseph and Fulsifer, Joserhine S. Application of
Computer Technology to Library Frocasses. Scarecrow Fress.
1973.

300%1 Allen and Hamilton Inc. Organisation and Staffing of
the Libraries of Columbia University. Aassociation of
Research Libraries. 1972.

Booz, Allen and Hamilton Inc. Froblems in University Library
Management. Association of Research Libraries. 1970.

Carvoll, Sterhen J. and Tosi,Henry L. Management by

" Objectives : Applications and Research. Macmaillan. 1973,

van Dijk, C. Education and +training for information users
and intermediaries. Open. Vol.2. No.10. Dct. §1970.

Dortmund Library System — DORIS. Application Guide. I.E.M.
Gardner, Jeffrey J. and Webster, Duane E. Goals and
Objectives. Association of Research  Libraries: 0Office of

University Library Management Studies. Occasional Fapers.
Number 3. 1974. . . ‘
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Lynch, M.F. Computer-based information services in science

and technology - principles and techniques. Peregrin US.
1974.

Raffel, J.A. and Shisko,R. Systematic analysis of Univeristy
Libraries. MIT Press, 1969.

Thomas{P.A. and Ward,V.A. An analysis of managerial

activities in Libraries. Aslib. QOccasional Fublication
No.14. 1975.

Southampton University Library : Computer—-based Procedures.
(F.A. Thomas : Aslib Research and Development Department -
consultancy report 1971.)
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ABRRREVIATIONS

AFL A Frogramming Language

CII Center for Instvructional Improvement

cruU Central Frocessing Unit

DOBIS Dortmund Ribliotheks—-System

MARC Machine Readable Catalogue

MbO Management by Objectives

MIT Massachusetts Insfitu*é of Technology
MOSAD Technion Research & Development Foundatipﬁ
MRAF  Managemnent Review and Analysis Frogramnme
0.D Organisation Development

FFERS Flanned Frogramed Budgeting Swstem

FTR. Furrose Target; Re5ult5

unc Universal Decimal.Classification ~
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