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SUBJECT: FINAL REPORT: SYSTEM SERVICE ALTERNATIVES

This study is an agenda for change. Library and information services have

traditionally been designed along well-proven lines. The present reality,

however, is that the world is changing -- rapid technological advances, the
continued information explosion and increased and continued alterations in
the popuiation mix in California call out for new methods of service

delivery.

Both cooperative library systems and the state library agency must face
that reality. In working with the Santiago Library System Administrative
Council, the California State Library is developing a new method of serving
its clients. In this study, the State Library provides an objective "data
base" of alternatives for service development in the Santiago System, rather
than a traditional “conclusions/recommendations” prescription. This re-
presents a departure point for additional thinking, as opposed to a finished
~ngtatic" document. We hope that the Santiago Administrative Council -and
other members of the library community will take the study and expand and
improve the variety of options for system-level delivery of library and in-
formation services. .

I particularly war" :o thank the Santiago Administrative Council and System
Advisory Board for their patience and hard work during the course of the
study. The Administrative Council must be recognized for their courage in
calling for a thorough examination of their services, programs, and organi-
zational structures. In a time when it is tempting to hang on to what is
comfortable and .tried, it takes a special kind of professional dedication

to undertake an investigation which challenges all of the collective energies
of a $ystem. Such an examination can, however, result in a significant im-
provement in the access that people have: to the information and ideas contained
in their libraries. I hope that Santiago will continue to pursue the future
development of system services with vigor, never losing sight of the improve- .
ments necessary to insure that system area residents have access to the
services which will enhance their lives and ability to participate in this
democracy.

- We véry much appreciate the cooperation and faith of the Santiago Administrative
Council and look forward to assisting in the implementation activities that Tie
ahead. .




- California State Library May 5, 1982
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1. Preface

The Study Concept

. Through a combination of f%nancia], organizational and personal circumstances,

the c]oséhg*@pnths of 1981 saw the resignation of;glmost all staff members of the
Santiago System. The System Administrative Council, rather than fil1 these positionS'.
" immediately, took advantage of this unique opportunity to re-examine system services and
organization. On learning tha£ the State Library had been seeking a good opbortunity
to révfew‘basic gystem patterns, Santiago System Council Chairman David Snow wrote

to State Librarian Gary E. Strong on November 5; 1981: "The Santiigo Library

System requires consulting assistance for a complete review of all programs, sergjces
ahd\structures." The letter continuéd, "We request consulting assistanée from the
California State Library to assist us in this effort." (See Appendix A)

Negotiations followed, out of which came a &emorandum of Understanding (MOU)
signed by Gary Strong'on.beha1f of the State Library and by David Snow on behalf of
the Santiago Library System on December 2, 1981. The MOU described specific program
areas to be examined and established a time table for the study. Data collection and
evaluation were to be carried out in December 1981 and Januar} 1982, program design
and writeup in. February, with delivery of a draft report for SLS review in March, 1982.

(See Appendix B)

The primary force that has shaped this study from its inception is a commitment

to examine system services as they respond to the needs of Orange County residents.

The basic assumption is that the Santiago Library System's existence can be justified
only to the extent that its programs and policies expand member libraries' capabilities
to .meet their residents' information service needs. Under the terms of the

Memorandum of Understanding, the State Library has.investigated and discussed a range
of options in each of seyera] standard service categﬁries. It must be emphasized,
however, that these options for the development of system programs are no-
prescriptions to be followed but merely opportunities to be evaluated. No service -,
however traditional, fashionable, technological, or "“fundable," is worth supporting_

if it does not clearly address the needs of area residents.

l ’ lu; (l‘ :’5
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Service Specifications

’ Working from this standpoint, the Stat; Library study teaq.sought‘first of all
to gain an understanding of the Santiago System service area. All available '
information on the service needs and goals of Santiago citizens and Tibrary s
staffs was assembled for review. Once this picture began ;o’fake shape, efforts
focused Qn development of a set of Service Specifications> for the program areas
under review. These specifications, which accompany each section of this report,
are the framework fdr the entire study. They answer the questions, "What kfnd

of impact shoulafsystem services have on the community? What difference will

they make?" It is important to'note that the service specifications define
desirable results or outcomes of service,.not the method or organization for
providing the service. Central to the entire study concept is the principle that
a]ternative:ser;ice delivery methods and organizational structures can only be
designed and evaluated in response to a clearly defined set of desired service
outcomes. Those‘ outcomes - or service specifications as they are called in this
report - must come first if the remainder of the investigation is to be meaningful.
In one program area, however, the study'discusses service development and service
‘marketing rather than specific services. The rationale for this is discussed in

a very special chapter - called Special Services

Performance Objectives

F]éwing From the service specifications are set of service performance objectives.
These performance objectives answer the questions "How much impact should system
services have on the ;ommunity? How much difference must they make to be
considered successful and effective?" Performance objectives describe how many,
how fast, how completely; how e;onomica]]y, how well, or how often services should
be delivered. They pay speak to the quality as well as the quantity of service
delivered, but they must describe the level of service desired in a way that is

measurable. Performance objectives are the quantitative standard aga{ﬁst which
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all alternative service delivery methods may be measured and compared. In keeping
with the terms of the M.0.U., this report doq§ not incldde recommendations on |
which progfams to undertake, nor the the exact quantity of service to be set as an
objectivefin each system program; those Qi]] have to be established by the Santiago

Administrative Council, based on their own service goals, priorities and resources.

>

Service Delivery Methods

A
Service delivery methods are essentially strategies for getting work done in order

~to meet the Performance Objectives. They answer the question YWhat activities

should be performed in order to get the desired kind and amount of service impact
in the community?" It is in this portion of each section of the report that the
study team has presented a "menu" of possible alternatives, with as§9ciated advan-

tages, disadvantages, organizat10961 implications, and cost factors for each viable
) &

!service delivery method.

Tﬁe study is the first organized investigation into the total service and organ-
jzational patterns of a Ca]ifdrnia cooperative public library system since the
enactment of the CLSA. Though the study is specific to the Santiago Library System, -
implications of the findings and alternatives presented here should be of interest
to the library comﬁunity of the entirg state, and to state and local decisionlmakérs.
The study is also iBtended to be realistic. Service costs ﬁaney, and while the
study does not hold out prom%se of certain future funding it does give indications
in several areas of howkactivities can be supported and where funding may be

~

sought. It also details system activities that may be carried oui ét modest cost

. to individual libraries througn cooperative proéeduﬁes, or through volunteer efforts.

What this study is not:

This study does not provide the model for the ideal cooperative library system. This
was never its purpose, as defined *n the Memorandum of Understanding. Resea“ch into
service delivery models in other states has revealed that there are many possible
models for effective system activities. Several are discussed in this report. More

. / . :
‘
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important than any one way to deliver services is the impact those services have

on the community.

This study does not provide "The Answer"” for the Santiago Library System.
Santiago will seek its own answers. As agreed in the MOU, no recommendations are

provided - only options for system services from which the Santiago Council may

choose. Nor is the study a "blue sky" preview of the future information environ-
ment and technology. This was not the écope of investigation as described in the
MOU, and such work probably could not_have been performed by the State Library

within the required‘time constraints. This is not to say, however, that the

Santiago system should not consult "futures" experts for help with developing scenarios

for long=range service planning., _
The study does nop/ig;1uae an exhaustive examination of cost/benefit ratios
for system sefviees, largely because sufficient data could ﬁot be gathered within
the time available. The study team used egiéting workload and performance data,
¥ to the extent feasible in 1ight of time and distance constraints. Information
which could be developed or gathered by SLS within the month alloted for data
collection was unfailingly provided. However there are gaps, particularly in
the area of communications and delivery traffic levels, resources aQai]ab]e in
individual member libraries, and staff time devoted to particular services. As

a result, all parts of this report include discussion of cost factors, but actual

cost estimates, where provided, are approximate at best.

>

The State Library acknowledges the extensive, positive contribution to this
study made by each of the hard working, concerned librarians who make up the SLS
Administrative Council. The study effort was a unique partnership and could not
have been conducted without the interest, the constructive criticism, and the
essential data they provided. The State Library team wishes to_thank each of the

Santiago team,( ‘
8




3, Background \

4

The Santiago Setfing ~ ~

The Santiago Library System (SLS) is a cooperative public agency established by
autonomous public libraries in Orange County, California. System members include
one county library, three district libraries. and six municipal librarfes.

Directors of these libraries comprise the System Administrative Council.

Libraries Directors .
‘Anaheim Public William J. Griffith
Buena Park Library District Colleen McGregor
Fullerton Public Carolyn Johnson
Huntington Beach Public Walter Johnson
Newport Beach Public Judith M. Clark
Orange County Elizabeth M. Smith
Orange Public - Martin Erlich
Placentia Library District  David E. Snow
Santa Ana Public Howard K Samuelson

Yorba Linda Library District Katherine T. Cftizen
SLS was organized in 196/ under provisions of the state Public Library
Services Act, (now superseded by the California Library Services Act). Broadly
stated, Santiago's mission is to improve the depth and quality of library and
information services available to the people of Orange County. System se-vices
have béén supported by a combination of Public Library Services Act and California
Library Services Act program grants and reimbursements, SLS member contributions,
federal Library Services and Construction Act (LSCA) funds and other sources.

Total system operating income for 1980/81 was reported as $449,082.

Orange County 1lies a]gng 42 miies of the Pacific Coast betwggn Los Angeles and
San Diego Counties, and extends some 25 miles inland where it is bounded on the
east by San Bernardino and Riverside Counties. It is the southeast continuation
of the Los Angeles lowland and, théugh o;e of the smaller of California's
counties in a;ea (786 square miles), it is second in the state in number of

inhabitants and population density.

Ge
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The population of Orange County, as of January 1, 1981, is estimated;33\1,972,700].
Residents are concentrated primarily in the 359 square miles of incorporaféd
ciiies in the county's northwest corner. The eastern mountain region, ing]udihq;
part of Cleveland National Fofest, is largely uninhabited. Orange County {§ a
natural extension of the Los Angeles urban area aﬁd there is a great dg;] of
commuting in botﬁ directions. Surface highways and telecommunications facilities

in the county are among the finest in the state or nation.

Median family income in Orange County is the highest in Southern California,

predicted to reach $30,000 sometime in the 198052. Total civilian labor force

is around 1.2 million, with an unemployment rate between four and five percent

-- far lower than the national average. Minority populations increased dramat-
ically during the 1970s, particularly Hispanics and Indochinese refugees, but

the county at present is still over 85 percent white.

Until World War II, Orange County's economic base was mostly agricultural.
With the establishment of war production industries the growth of urbanization
. began. Orange County became the fastest growing county in the country, the
. nopulation tripling between 1950 and 1960. Citrus groves disappeared into
subdivisions; cities were fodhdeq and ‘grew almost instantly; major tourist
attractions followed the freeways jnto the county and so did new industries,

shopping centers, colleges and universities.

Libraries grew rapidly along with their communities, for through the 960s and
early 1970s most jurisdictions had the money to support needed public ser;ices.
The passage of Proposition 13 in 1978 put a brake on library service expansion,
and forced cutbacks in some areas, but on the whole 1ibraries have suffered less

in Orange County than elsewhere in California.

There are currently 15 cooperative public library systems in California:

Bay Area Library Information Service
Black Gold Cooperative Library System
49-99 Cooperative Library System
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Intand Library System PO
Metropolitan Cooperative Library System
Monterey Bay Area Cooperative Library System
Mountain Valley Library System
" North Bay Cooperative Library System b

North State Cooperative Library System :

Peninsula Library System,

San Joaguin Valley Library System

Santiago Library System -

Serra Library System

South Bay Cooperative Library System

South State Cooperative Library System .

These range in number of members from three (South State) to 28 (Metropolitan),
in population from .5 million ?ﬁorth State) to 4.5 million (Metropolitan), and
in service area from 454 sq. mi. (Peninsula) to 37,504 sq. mi. (Inland). For

all this diversity, annual system expenditures are surprisingly similar, lying
. within a range of from $150 thousand to $450 thousand. A statistical table of

cooperative systems appears in Appendix C.

\Saﬁtiago Library System (SLS) is prac??ca]]y dead center avergfe in number of
membe}s, is fourth highest in population served, second lowest in square miles of

service area and second lowest in operating expenditures.




The System Concept

Over tijme, librarians and other local decision-makeis have come to
acknowledge that the‘independent public library is not able to stand alome in
meeting all its.informationa1, educational, recreational and social respon-
sibilities. If improved liorary and information service to every individual
in every community is the ultimate service goai, the cooperative library
svstem has emerged as potentially the most successful mechanism for combining
the talents and the fesourceé of 5 group of independent libraries, within

a reasonable geographic radius, for the purpose of addressing that goal.

AY

In addition to service benefits to the actual and potential users of the
member libraries. it is clear that there are sianificant indirect financial

N /7
advantages to the indcpendent 1librarv in having access to multiple resources

and to an enhanced level of administration, consulting and planning

via the system. The financial advantages of system membership are generally
not in direct payments to the local libraries but in collective investments
in materials and services, which in effect augment the local budget.

Early on, the focus of cooperative system efforts in California was

N i\\:: employing the coilections of other member libraries to provide a direct

sponse to local library patrori requasts. Ceatralized system staff were
\ most often employed for switching, retrieval, or document delivery functions.
\\Tbis later expanded - in many cases at the State Library's behest - to
inéTude back-up reference services as w211, with designated staff providing
not only.a link to broader ccllections but a ievel of specialized technical
expertise\ﬁot available in the local library.
Technological innovations have also had a significant impact upon the
approach to cooperative resource-sharing functions, and the system is often
viewed as the agent for change.

4 s
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Library systems have, for example, become the center tor automated equipment
demonstration, procurement, installation and maintgnance, and is frequently
seen a%'the viable mechanism for obtaining the "economies of scale" so often
}nvoked in discussions of effective computer applications. And, in these
times of shrinking local revenues, most public library directors now look
.. upon the syséem not gimp1¥ as an organized way of sharing their own existing
'resgurces, put as a subsidized pool of skills and services which are held
in common because no single jurisdiction can afford to maintain them.
' ~ The environment for system developmegt in California was changed some-
i&rﬂhat in 1978 with the passagggpf'the California Library Services Act. CLSA
. speaks to activities at three different levels -lipca1 library, system
- Flevel, a statewide.\ This study agpiﬁfses potential cooperative effqrts
.iat the first two of these levels, both within and beyond the service 7
paramegsrs established by éhe CLSA. Though thi's study assumes that Santiago
»/J’~/Mmembers will wish to remain e]ﬁgib]e for participation in CLSA programs,
) it should not be forgotten th%t the Santiago Library System, as constituted
under its 5oint powers agreement,’is legally an independent public entity,
with no mandatory relationship or obligation to the State Library, and no
fixed set of program responsibilities. Its single raison d'€tre is to
providé Orange County residents with needed”ﬁnfgrmation and/oﬁqﬁQQerials,
either directly or by means of pack-ub service support: to*member libraries.

LY

- Furthermore, it is the view of the study team that there is no one

ot ’
.

"right" way to organize and provide cooperative system services. On the
contrary, it is assumed that these services and the organizational
structures which support them must be continually evaluated and altered to ’

respond to the changing information needs of system area residents.

[ 2
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| 3. Reference

Reference functions covered in this section include traditional
question-answering services, reference referral processes and Information
and Referral.

Question-answering is providing information and/or materials in response

to a user's question. Reference referral is the process of providing infor-

mation and/cr materials in response to a user's question which has been for-
warded from one library or information center to another. Reference referral
is one of the services sometimes provided by a network; it is discussed here

because it is a part of reference service delivery. Information and Referral

(I & R) is the process of connecting the user with community information and
human services.

The study investigated alternatives for delivery of those three functions,
{ﬁcluding advantages, disadvantages, and an indication of costs. One of the
alternatives is the structure previously in place in SLS. Other factors
considered in developing the alternatives include:

- present reference service capabilities by member libraries

- availability of funding

- non-library information services available in the Orange County area

Information on the Santiago Library System's reference operations from
its manual, budget proposals, and other system materials was reviewed. A
sémp]e of reference questions from member libraries was also reviewed. The
primary source of information about the System Reference Center's purposes

and plans is in its Goals and Objectives 1980-85.1

This information was assessed against a background of material from
other sources, including profiles of all the library systems in California,
California Library Services Act requirements and California Library Services
Board decisions, and statewide and nationwide trends in information service

delivery.

11
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Although the ultimate measure of service delivery success is user reaction,
the scope and time constraints of the study project prevented direct user
interviews or surveys. Available community analysis materials were, however,
used when appropriate.

Each of the fifteen California cooperative systems has tailored its
service delivery to its own clsenteles' needs. A1l provide switching functions
at the system level that refer unanswered questions to tertiary-level resources,
1nc1ud1ng BARC or SCAN, or more specialized resources including the State
Library and non-public libraries. Interface between the 1oca1 11brary and
system-Tlevel services generally follows one of three mode]s'

- requests are referred to area libraries and then to a system center

- requests are referred directly from local library outlets to a single
system re}erence center

- requests are referred from local libraries to one center within the system
and then to another cénter also within the system. )

Although the purpose of reference service is to answer people's questions;
the processes to accomplishthis vary significantly. Attempts are frequently
made to classify various responses as "ready reference," "reference referral,”
"1nformat10n and referral," "information retrieval® or "research." This study
distinguishes only between the question-answering service provided directly to
users by member libraries, and the various back-up support services by means
of which that direct capability might be enhanced. Thus all of the above
services including "Information & Referral” are considered as part of the

cooperative reference function, even though the needed skills and resources

differ for some of the services. "

15
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CURRENT LEVEL OF REFERENCE SERVICE

The Santiago System outlined its reference service commitments in its
1980 b]an. These might be restated as, "To meet users information needs by

<

!
providing high-quality, easily-accessed, and responsive reference services". T

Until recently, Santiago's refereice services were handled primarily by a *
centralized Reference Center staff, consisting of 1.0 senior librarian, 1.0 ‘
librarian, and 1.0 typist/clerk. The California Library Services Act fundiné
in, support of'this center was $65,219 for personnel costs and $5,549 for
non-personnel costs, a total of $70,768. . |
The SLS reference service provided back-up question-answering when member
libraries were unable to answer questions locally. It also served as a switching
center for sending guestions to non-member sources such as §CAN (Southern
California Answering Netwo;k). The Center's workload was between 900 and
1,000 questions anuallx. About 85% of these were answered using resources
within the Santiago System. SCAN, hand]indgﬁb% of the questions, was the
principal out-of-system resource with public and non-public ]ibrarie§ and
library systems elsewhere in the state making up the remainder. 75% of the
questions handled by the Reference Center originated in member libraries, and the
remaisder came in-from LOCNET members and libraries in other systems. The Refer-
ence Center forwarded its answers to member libraries, which remained responsible
for relaying in?ormatién directly to the user and -for following ub to determine
whether or not his question had beén adequately answered.
In the first nine months of FY 1980/81, over half of in-depth reference
work. done in the Reference' Center was done in response to questions.forwarded
by four libraries: Orange County Public Library, Santa Ana Public Library,.

Fullerton Public Library, and Newport Beach Public Library. LOCNET member

libraries, mostly private compahy libraries, generally requested "quick answer"
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or “ready reference” service.2

Back-up question-answering is now (May 1982) performed by SCAN under
contract with the Séntiago System. Questions gogdirect]y to SCAN from each
Tocal library outlet. System-subpbrted traininé in\reference techniques
and the production of access tools have been suspended. This guestion hand]in;
structure is unique and was entered into on an_experimenfa] basis when all
thé System Reference Center positions became vacant simuitaﬁéous]y. The SCAN
contract bought tiﬁe for the System to assess options for service delivery
as we]]fas to test-run an innovative method.

SANTIAGO SYSTEM MEMBER SERVICE PRIORITIES

Responses to an inquiry into Santiago Tembers' priorities for cooperative
service indicated that question-answering is clearly the member libraries'
turrent highest priority, with ‘eight out of nine respondents to the study
team's questionnaire ranking it at the highest priority.

Table 3a  MEMBER LIBRARY PRIORITIES FOR REFERENCE FUNCTIONS

. Number of libraries ranking at:
Reference function 3 (high) 2 }ﬁ(]owl

Question-answering 8 1 0
Access tools:

Reference aids
Finding lists

N W
oN

~ S

Production of access tools, especially finding lists, also ranks high in
member library's priorities for reference service functions. Some member
libraries place a high value on the capability to switch unanswered questions
directly to the best ayai1ab1e source, rather than route them through the- — -

Reference Center hierarchy. It also indicates that publications, such as

A

)

Have We Got a Number For you, meet a real need.

>

1.
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Assessment of the available information and materials relating to the

®

}
existing/recent reference service provides several indicators for program

planning:

1.

One

<

Santiago member libraries have sufficight resou;ces among themseives
to respond to the bulk of reference requests. However, a small but
significanp percentage of requests -- one out of ten -- requires
resources beyond those of the Santiago System.

The successful access-tool program and member libraries' favorable
ranking for it among reference support services show an equally strong
commi tment to .providing quick access to the best source.

and two above are the bases for structuring the first part of the

——

following discussion around direct question-answering and referral activities.

3.

I & R differs from traditional reference services, both in the kind of
information provided, which is more human services-oriented, locally-
based and constantly changing;,and in the people served, who represent
a broader spectrum of the community than .regularly use 1libraries at
present.

‘1 & R services avéi]agle to the SLS area population are selective.

If the Santiago Library System elects to provide these services, .there

is a variety of useful functions to be met, even though these may not

be as high priority for SLS as more traditional reference service delivery.

A library base for I & R service delivery already exists, with collec-
tions of certain information sources, staff trained to interact with
users, and community-based service outlets.
Optimum reference service demands ongoing training.

I & R services, especially, requirggcontinuous training. Fresno

County Free Library with a published directory as its I & R program's

main product, found that a continuing training progiram was needed if

L . (.1
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' the directory's consumers were to make uaximum use of the information.
The more the service directly works with people in need of human
services, the greater.the need for continuous, indepth staff trainifg.
"Use of I& R products and services and the value a%trjbuted to them
appears to be directly re]ated to the amount of training provided to 4§.
the using organizations."3 \
" This equa]]y applies to any service, including conventional refer-

ence service, that requires‘the staff at the initial contact point to

make judgments on uhe.best referral source. Staffs change and new —
resources become available or in-place resources changeif Online data,
bases frequeot]y change, and efficient and cost-effective use is a

direct function of periodic update training, even for staff that has

had introductory training and hands-on experience.

g For examole the system can prepare and conduct workshops and slide-

tape/workbook® "correspondence courses". One of the most productive

training methods is on-site walk-throughs of actual procedures. SCAN,

for examole, has a highly useful work experience program for outside '
reference personnel.

SERVICE SPECIFICATIONS

Specifications for cooperatiye reference services were deve]oped'on four
assumptions~ (a) Questions can be answered by providing information and/or
materials or by referra] to the source best qua11f1ed to provide that information
or those mater1a1s, (b) No s1ng]e source can adequaic’y answer all information
requests; (c) Quick, knowledgeable referral to the best available outsile infor-
mat1on source better serves the user than does prov1d1ng out-of date or 1ncomp1ete
1nformat1on from a 11brary s own collection or f11es, (d) Librariés are not always

;hé best information source for. a given question.
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Basic reference serviie delivery specifications are:
1. The-largest percéntage of questions handled must be answered,
" or the user properly referred, and

2. answers must be\de]ivered to the user within an acceptable time

P

period, and !

‘3. answers must meét the hsers' needs in terms of the amount, ki%d,

format, language, and éccuracy of information.

4. These answers must be provided, within the limits of the first

three specifications, at the lowest possible cost. -

These §pecifiéations should be considered as a package. ébme trade-
of fs may be necessary; for example, the shortest absg]ute response time
might require dg}ivery mechanisms that could eat up the entire program
budget, or réé;ft in an answer that does not meet user need.

PERFORMANCE OBJECTIVES

Evaluation of alternative service models is based on three Performance
Objectives.
1. Answers will be provided for ___ % of questions handled, within
_____working days.
2. Answers will be provided for % of requests Hand]ed which
meet the user's needs in terms of the amount, kind, format,
"language and accuracy of information provided.
3. Referrals of qu;§tion, or user to ouisidg resourceéAwi11 be made

3

to a satisfactory source, respon&ing withiﬁ _____working days for
____% of requests handled. ,
Methods for data gathering for Objectives 1 and 2 include:

- Transaction logs that record huest%dhs‘réceivéd, show whicﬁ were/

answered, and the time required for handling. Examples of two

.
-
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relatively uncomplicated log ;ystems acﬁua]ly used are in Ogren4 and
Thoreen.5

- Evaluations, either used regularly or on a sampling basis. One
method asks the librarian forwarding the original request to evaluate
the response. Thoreen6 reproduces a work sheet expressly designed
for this purpose. A form that can be adapted for thé same process
is in Pastime.z Direct user evaluation procedures can also be
adapted, perhaps by getting user response when material is picked
up.8 ’ B

‘Methods for data gathering for Objective 3 include:

- User evaluation: telephone follow-up and/or questionnaire-type *

forms, either nailed later or given to the user at the time of the

initial transaction, to be returned 1ater.g Questionnaires provide
.a written record to be used in eyaJuating source information, but the
generally low response rates fo{ this technique may require some
additional follow-up. Telephone follow-up allows immediate feedback
but requires a considerable investment in staff time and training.}o

- Unobtrusive testing: a question is asked for reference staffs at
several libraries and the'answers received are compared against the
previously established crrrect answer. This method could be adapted
to referrals by determining ip gdvance those sources that can provide
the exact information requested.11 ‘

- Contécting the agency providing }he service. This supplies additional .
information on services offered, but does not get the user's judgmenf

of whether or not his/her needs were actually met.




ALTERNATIVE METHODS

There-are three alternative models for delivering reference services
that meet the specifications/abjectives above:
1. Direct referral! with system-level back-up
2. System-Level back-up
3. Out-of-system reference back-up
Those models have alternative delivery options including system-level
centers, distributed services, and others in various combinations. They
are summarized in Tables 3b and 3c.
The alternative service .delivery metheds are packages of processes.
. They describe wha; activities are carriedfdut and what services are perforhed,
not how those services det accomplished. -
Ways of organizing to provide the services follow each mgde]. It is
jmportant to note that there is more than one way to organize the same kinq

of service delivery. Each of these options i, measured against the service
" .

3

specifications. These are the "pros and cons" for each method. ! o .

These models are not necessarily mutuaﬁ]y'exc]usive. Before System
Center operations were suspended, both models one and two were used.
Requests went.to one of tﬁe three area libraries or to libraries specializing
in certain subject fields as "best sources" with the System Reference Center
providing back-up services and routing to tertiary resources, principally SCAN,
as needed. An alternative process was to seﬁd requests directly to the System
Reference Center. | |

Service delivery currentl} fo]]gys the third model, with all requests

going direct]y.to!?CAN. The selection of service delivery models, or of a mix

of models, depends on user needs and how well each model meets the service

specifications. Whatever model is selected, the system will be responsible for

.

negotiating and maintaining the cooperative services by means of ‘contracts,




protocols, reimbursements, or reciprocal service agreements, as well as for

. ongoing evaluation of the services delivered.

MODEL 1: DIRECT REFERRAL WITH SYSTEM-LEVEL BACK-UP

Services: Questions are sent and/or users are referred to the best
sources within some defined 1imit, such as within the Orange County service
area; The user referral “boundary" (i.e. where they reside) may not be the
same as the question referral "boundary" (i.e. where questions are sent).

When appropriate sources are not avai]ab]e,_requests and/or users are referred
to: )

- A seconda;y back-up service, whicﬁ combines question-answering and

switching capabilities, or to

- A tertiary source which offers both services

In this model, the local library may either d{rect the person who asks
the question directly to the organization or service best equiped to supp]x
the answer (not impractical, givgg_spe geographical compactness of the SL§;
area); or the library may take the question, forward it to the source, which
then returns th; answer to the originating library for transmission to the user.

Referral to the best source would cover a spectrum of information sources.
Many sources might be willing to absorb the cost of handling occasional
referrals, but sources used frequently snould Ee compenéated in some fashion.
Reciproca]ﬂservice agreements or transaction-based fees could be negotiated
by the system with major information providers. System staff would therefore
need to record use by number of transactions per source, both to monitor
performaﬁce under the‘tenns of the agreements and to gatner data for renego-
tiation of those agreements. 'Very heavy use of one particular source, for
example, may indicaie the need for "load-leveling” to transfer ﬁart of the

workload to another source which can provide equivalent services.

‘ 23
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This model also has collection development implications. If speci%ic
subject areas or kinds of materials are very frequently used, system reference
funds might be used to build up in-System resources and consequently reduce
the'?eferra] traffic. Ifﬁ for example, there is a high use of a particular
subscription service, the cost of subscribing and housing that service must
be weighed against the cost of the referral agreement. This consideration
reinforces the perception that this service delivery model is fluid; use and
resources need to be regularly reviewed and services changed as needed.

User fo]]ow-up‘iélalso essential, both to determine how manxﬂtransactions
are actually completed -- when the user was referred, did he actually use the

source? -- and to get feedback on the quality of service provided.

Delivery Methods: There are three ways in which this model could be

organized. Common éo all three is direct referral from the community library

" outlet to the hoél appropriate source for answering the question. "Most ¥
approprjate source" includes non-1library information providers. This model
requires intensive, ongoing training for the staff at all 50 outlets; local
availability of detailed information; access tools; and an updating program to
keep such tools current. ‘

Because complete coverage of all subject fields and in all areas would
require funding beyond reasonable exbectations, this model assumes one service
restriction - that direct referral is made to a selection of resources limited
in some way, such as geographically or by subject.

MODEL 1: SERVICE DELIVERY OPTION A: SYSTEM-LEVEL CENTER ONLY

Staffing and resodtces would vary, depending-on the level of service re-
quired by the performance objectives. The low range for staffing would be
1.0 senior librarian, 1.0 librarian information specialist, and 1.0 typist/
clerk. This staff would do training, locate and update information for files,

and produce access tools.

=
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More in-depth service including development gf community information
files would add another professiondﬁ, 2.0 support staff, and equipment costs,
. such as private file hardware. Costs for an online storage and retrieval

AN
system could run around $7,500 in start-up hardware costs. Printing and

distribution costs, as welllgs communication Costs, are variables.
Physical location would be a deciding factor in resource costs. Maintain-
ing a central collection of question-answering aids and reference materials

could cost from $5,000 a year up. Putting the back-up service at a university:

library would probably be less expensive; the needed duplicate titles for

at-desk use and overhead charges would be more than off-set by savings in

materials purchases.

Predicted performance of this option as measured against the service
specifications:

Largest rercentage of questions answered: Even without the additional capa-

bilities of a tertiary resource, the pcrcentage of questions answered wouid be
at least the 85% answered in-system t:nder the previous operation. Location
of the center at a university library could increase the percentage Of ques
ticns answered somewhqt. However, the greatést increases 1in overa11'seryice
pould be yielded by widg§pread distribution of reliable access tools to member

libraries so they could réfer questions themse Jves. LS

\
Minimal response time: Controllable. \

A}

~ Quality: After initial contact with the "best source", no resources would be®
provided for answering questions beyond SLS libraries' c%pabi]ities, unless
the back-up service develops its own specialized fiies or uses university li-
brary facilities-or a tertiary resource as the back-up service. )
Reasonable cost: Depending on the variables, such as the frequency and scope

of training provided to local library public services staffs, the cost could

>
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range from about the same as the former éystem Center costs to several times

as high. The single biggest cost factorQ apart from staff, would be equipment
costs if private file capabilities are used.
MODEL 1: fERVICE DELIVERY OPTION B:

SYSTEM-LEVEL CENTER PLUS SPECIALIZED SEARCH gERVICE
\

This option adds the capability of contrdcting for question-answering on

a per/question basis for commercial online searﬁh services or access to other
data base service providers. If a question could best be answered using a
MEDLINE search, for example, that question would be sent to a commercial or

non-prefit service specializing in such searches. |
Kl 1

Preuicted performar-e of this option as measureq against the reference

service specifications:

v
v
1

Minimal response time: Response time would depend on whether-orinot document

“delivery is included as part of the contract package. Rf, for example, the:
requesting Tibrary has to rely nn interlibrary loan to g\t the articles cited
in ‘commercially prepared print-outs, response time can bz\fairly slow.
Qha]itx: Adds the capability of providing answers to tecépica1, specialized,

|

and non-traditional questions. \

Reasonable cost: Using search services on a contract basis .is much more econ-

omical than installing online data base services in-house anb maintaining staff

training when these resources are not used intensively. Commercial per-question
search costs run in the neighborhood nf $25 per hour and up, é]us online charges,

which are gerierally about $60 an hour. Sources of information\on commercial

search services are in the bibﬁiography.12

MODEL 1: SERVICE DELIVERY OPTION C:

]
i
]
|

!
!
!

SYSTEM-LEVEL CENTER PLUS TERTIARY RESOURCE o \

This adds the capability of referring a large volume of reqLests,'to a

EE -
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third-level resource, such as SCAN or a commerical information service. The
contract can be at a set fee or on a per-question basis.
Predicted performance of this option measured against the reference service

specifications:

Largest percentage of questions answered: Performance in this area should be

gocd because of the depth of resources available at the tertiary level.

Minimal response time: If "best source” is tried first and proves unsatis-

factory, response time would be stretched out by referring first to back-up

_ service and then on to tertiary source.

'ﬂ-
Y

)

Quality: Tertiary level resources and staff expertise should produce a high
percentage of quality responses. |

Cost: Overall cost would be higher than that of the System Center alone be-
cause gf the higher volume of questions handled and the need to gdd another
training component to'the baseline model. Question-answering costs would be

similar to those for option B.

MODEL 2: SYSTEM-LEVEL BACK-UP -

Services: Questions and/or users would be referred to a service which
either provides answers or identifiés”additiona1 referral sources; requests
the service can't answer are switched to tertiary resources. ‘

Delivery methods: There are at least three ways to organize for this
package. 8

MODEL 2: SERVICE DELIVERY OPTION A: CENTRALIZED SERVICE

This option calls for a back-up question-answering and referral service
Jocated at one of the major public libraries within Santiago or at a
university library. This differs from Model 1 because it does not provide for
difect switching to the besp~soqrce directly from the community library outlet.

Users whose requests not answered in-house at the local level are referred to

27 »
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the back-up center and/or their questions are forwarded by the 1i§?ary. The
ser;ice, in turn, sends all the requests it can't answer from its resources on
to a tertiary resource. . .

Staffing could be from a half-time to 1.0 full-time librarian handling
resource identification for referral requests, and 1.0 senior professional .
ana 1.0 typist/clerk handling question-answering. In-depth service would require
at least one more librarian information specialist.

Suppleméntary referen;e materials would be needed by center staff ranging
from duplicates for at-desk use, up to major investment in specialized reference
tools, such as the 10K reports on companies. Communication costs would be
another cost variable. . °

Predicted performance of this option as measured against the‘}eference
service specifications:

Largest percentage of questions answered: Results would probably be similar

to those of the System-Léve1'Center. If the back up center were located at a
university library,- the percentage answered before referring on to a teftiary
level should be considerable higher.

Minimal response time: Transmission and handling times in-system can be con-

- trolled, but it would be reasonable to expect them to be significantly slower
than in Model I. Response times on requests referred beyond the SLS would be
variable.

Quality: Location at a university library should provide in-depth material.
As with any question answering service however, staff expertise and training
will gé a confinual factor in the determination of service quality. Also, as

this option does not actively support referral of patron to non-library infor-

mation sources, it is less likely than Model 1 to meet potential user needs.

£y,
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Cost: Variable; could be approximately the same as for thé System Center, plus
any overhead charges for using the university space.

MODEL 2: SERVICE DELIVERY OPTION B: DISTRIBUTED

This would differ from Option A. by locating the back-up service in more
than one library. Libraries with sigﬁificant subject and/or staffing strengths
would be desi%pated back-up providers for requests in those subject fields, with
a generalized bick-up center handling all the others. System staff, 1.0 pro-
fessional with clerical support, would be stationed at the resource library.’
Center staff would be required to train public services staff at the local
outlets and to produce and maintain training and access materials.

Predicted performance of this option as measured against the reference

\11 —~ >
segwﬁé§§sﬁecifications would be the same as-in Option A, except for costs.

Costs:. Additional staffing costs, both for resource library staff and for
g:-goiné training programs for outlet staffs. Communications costs are a
variable, but would prqpab1y be significantly higher than for option A.
MODEL 2: SERYICE DELIVERY OPTION C: MULTI-SYSTEM CONSOLIDATION

~ A single reference center serving two or more library systems could pro-
vide significant economies of scale. One center, located at a major in-dapth
collection, would eliminate umnecessary duplication of resources. A larger
voluae of requests generally allows more efficient allocation of staff time,
through procedures such as the Bay Area Reference Center's "triage" system,]3
wnere the least time-consuming’questicns are handled first, and through subject-
spacialization, which builds up staff expertise. Amortizing resource costs --
especially resource filedevelopment, online reference data base sucscription
costs and charges, and publication of access tools -- over 2 larger user-base

21so provides economies. % A

<3
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In this option, contract payments and, possibly, in-kind resources would

supporﬁ an organization with responsiblility for spgcified amounts and Tevels
of question answering services. Training functions would also be transferred to
tne consolidated center staff; however, Santiago would st;11 need to monitor and
evaluate service delivery. h
Location of a consolidated center would be a major factor in planning.
In addition to access to major, in-depth resources, the center site should be
easily reachable b& the Santiago delivery system and near enough togthe ﬁember
Tibraries tnat center staff could easily travel to_the local library outlets for
iraining sessions. The same factor would apﬁ]y in training programs bringing
member library staff to the center for traihing.‘ The Metropolitan Cooperative |
Library System's Reference Cente;, now located at the Los Angeles Public Library,
is an obvioss possibility. A consolidated center serving more than two library
systems could also be considerad, bearing in mind the geograpnical considerations.

Predicted performance of this optibn as measured against the reference

service specifications:

Largest percentace of questions answered: Larger range of resources should
increase the percentage of questions answered.

Minimal resgonse time: Questions would go into the queue with those frcm other

system's libraries. A consolidated center not under tHe Santiago Library System}s
sole jurisdiction might not be as directly responsive to the member libraries'
requirements as one with member Tibraries as its sole clientele. Both factors:
could cause siower response times, but response time could te controlled by
parformance standards written into the agreement for service and monifored oy
SLs. |

Quality: Access to in-depth collections, resource files and staff expertise

chould ensure high-quality reference work.

o0
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Cost: Staffing costs for question-answering and resource costs could be less,
but.a commitment in Santiago staff would still be required for service moni toring
and evaluation. Joint governance, administrative and overhead costs are variables.

B “MODEL 3: OUT-OF-SYSTEM REFERENCE BACK-UP

Services: Community 1ibrafy staff sends all questions that can't be
answered in-house directly to a resource beyond the Santiago System, which pro;\
vides question-answering and switching services. No in-system back-up services
are provided. |

Delivery Methods: There are two ways of organizing service delivery fd} :

this package of services.

MODEL 3: SERVICE DELIVERY OPTION A: TERTIARY RESOURCE

The only SLS staffiné\needed for imp]ementatﬁan of this model is for record-
keepﬁng and a@ministrative fhhctions, for carrying out evaluations and for pro-
viding‘training programs for public services staff at the local outlets. It

l w§u1d take 0.5 to 1.0 professional with clerical support for these functions.
Question-answering would be done by the tertiary resource, e.g. SCAN,dworking
under contract with a guaranteed minimum volume, plus an increment per question
for additional workloads. At present, the Santiago System contract with SCAN
ca]]s for a flat fee of $4,500 per month, with a threshold of 75 questions;
more quest1ons can be sent and there is no stated upward limit. In this contract,
the fee, stays the same regardless of volume; an alternative fee scale is a lower
threshold, or miﬁimum volume, plus incremental pgyments for any overage.

Predicted performance as measured against the service specifications:

Largest percentage of questiohs answered: Based on information on SCAN's fill

| . rates, this percentage should be high.

Minimal response time: This is dependent on the priorities of the tertiary re-

source; performance criteria should be written into the contract and ciose]ye

: monitored. . '
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SURMARY OF SERVICE MODELS AND DEtIVERYIOPTIONS

MODELS:

Dire:t Referral With

)\ ton -]E‘JL. B'.l' “ "UO

Local outiet refars questions
or users dire ctly %o best
source; central back-up -

" service handles questions

that can't be referred
directly.

System Staff Functions:_
1. Train local staff

2. Produce access too]s/d1rector1es

3. Answer questions/identify
sources not idantifiabls at
local -level.

System-level Back-up Service
Local outlet refers questions
or -users to central service,
which ansviers, identifies -

referral source, or sends on

to tertiary resource.

System Staff Functions:

Baseline:

1. Answer questions.

2. Identify referral sources.

3. Switch questions to tertiary
source.

Variable: ~

4. Train local staff.

Out-of-System Back-up Services

Local outlet refers questions or
users directly to scurce beyond
tne System area.

System Staff Functions:

1. Adnlnlstratlon "and record-
keeping.

2. Evaluation.

%)

&

BDELIVERY OPTIONS:

System-level Center
provides back-up, training,

and access tools/directories..

Same as A plus using com-
mercial services on a
question-by-question basis.

Same as A plus referral to
SCAN or commercial serv1ce
on contract.

Centralized:

Back-up center at major
System library or un1Ver51ty
library.

Dlstrlbuted: -

Back-up centers located in
libraries with subject
specialization.

Consolidated:
Reference center shared by
two or more Systems.

i

Tertiary resource, such as
SCAN. )

Commercial source/information
broker.




Table 3c: SERVICE MODELS MEASURED AGAINST SPECIFICATIONS

Models: Largest % Response time Quality . . Qﬁgt
I'. Direct Referral With . . .
System-Level Back-up
s A. System-level center: +85%7 Controllable No resources for .| About the ;
' ] technical, special-. same as former
__________________ X e questions System Cenier
B. With specialized More than I.A.. | Fast, if document | Resources for Higher than _
search: - . delivery included | technical, - : I. A,
____________________________________ specialized ) .
C. With contract service: High ' Longer? . In-depth coll., Higher than
’ expertise = I. A,

high quality -

I1. System-level Back-up

. ‘A. Centralized: . 85%7 Controllable in- | University location| Same as System
____________________________ system_only _ _ _|_=_high quality _ _°| Center or higher

] More staff= .

B. Distributed: 85%? Controllable in- Higher staff
__________________ | ... ..\ systemonly _ _ | _________ _{costthan IL.A. ]

C. Consolidated: High Longer? In-depth coll., .| About the same
‘ . _ a expertise = as System Centen

A high quatéty -

fIT. Out-of-System Back-up

A. Tertiary: High Performance High quality Variable, de-
criteria in pending on
............................. conract _ _ _ _|_ ___._...../Jtraining __ #

B. Commercial Very High Fast High, dependent Variable
. ~ on System input

et




Quality: Access to in-depth collections, online reference data bases and

other speciaiized information files, and staff expertise should provide high-
quality reference service.

Cost: This is dependent on the amount of staff required for training; con-
tract éosts might be in the range of $60 per queétio; or higher. ‘Communications
cost; are a2l1so a variable. ‘

s © MODEL 3: SERVICE DELIVERY OPTION B: COMMERCIAL SERVICE

Information brokers can provide question-answering on a contract basis.
Sone o}\the larger firms have staff based at major research libraries who can
nswer auestions as well as locate specific items. Commercial services also
have a wjde range of online data bases and staff expertise in using them.
Charges of course include a profit for the firm, but costs, such as online
subscriptions, staff training, and user fees for access to major libraries are
amortizad. The contract for such services should specify guarantéed minimum
volumes, plus an incremental’ fee on a per-question baéis for additional work-
loads handlad, as well as specific stated peff&rmance standards and Santiago
. System performance evaluation guidelines. Fees would have to be ne&otiated.
A recent contract negotiated between a library system and an information broker
was basez on a flat fee for a fixed number of questions, working out to $30
per question Fandled; the firm estimates it would need to charge $60 for future

transactions. 15

As in the previous option, training for staff at community outlets would
b2 an SLS responsibility, as would administration, record-keeping, and evaluation.

Predicted performance as measured against the service specifications:

Largast percentage of questions answered: Because of access to different re-

. snurces, should be very high.

Minimal response time: Commercial services sell speed as well as document

delivery, which could be expected to carry over into reference work; performance

. )~
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standards should be spelled out iﬁ the contract.

gggligx} Access to major collections, online reference data base:, spe-
cialized information files, and staff expertise should provide high quality
service. -

A commercial firm‘; distance from direcf public library services, however,

might lead to problems of'interpretation. Each request should ipc]ude -
instructions specifying the kind and level of information and/or materials
needed. .
Cost: Costs for this model might be somewhat higher than that of the System
Cepter, based on the assumption that additional training would be needed for
the staff at local 115raries. Overall service quality should also be hiéher.
Costs for handling the same volume as the System Reference Center handled at
$60 per question, plus one full-time professional with clerical support to

handle evaluation and training would put the total cost in the neighborhood

of $38,009.

< Q)
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INFORMATION AND REFERRAL SERVICES AS PART THE SYSTEM REFERENCE PROGRAM

Information and Referral can be provided in varying degrees of staff
interaction, ranging from a comparatively passive role as question answerer
using published di;ectories of services, to engaging in outreach and
advocacy activities.

Bas%qﬁ:: all I & R programs is information about community or human
services operatiné in the service area. This requires development of a data bank,
whether in manual files, or through word processing equipment with some level
of search capability, or through an interactive online system. Costs depend on
the medium, but all question answering or referrals based on community information
reqyire data banks in which the information is current.16 The various serviles
levels assume that the data bank is updated, and that the data is accurate and
reliable.

Informatioh on available services is packaged in the chosen medium and
distributed to be used at the community library outlet as a referral tool. -
Training for library staff in using the tool is critical. On-site training should
be conducted for the member libraries regularly. Additional training could |
include joint sessions with human services agency personnel, and visits to
major agencies. ! ‘

Service capability can be enhanced when the staff at community library
outlets or other is able to query the data base directly and get immediate
feedback from users and service providers. This enables evaluation of both
the service provided and the qué]ity of information in the data bank.

An even greater level of service is provided if the staff contacts and
* consults with the agency staff on the client's behalf and médiates as necessary.

Active follow-up programs on a case-by-case basis give detailed information on

the quality and availability of services.

-




The highest level of service is advocacy. This may include transporting

the client to the agency and walking him/her through the process. Although

requests would not require this level of interaction, this one-to-one service

_ would be provided when appropriate.

CURRENT TEVEL OF 18R SERVICE

There is presently no comprehensive Information and Referral service

in operation in Orange County. The County Department of Social Servicgs

closed its generic I & R program‘in the fall of 1981, viewing it as Tow priority.

United Way has not organized geﬁeric Information and Referral service for the

area, although it will provide information to the public if necessary.

There are a few specialized I & R services currently operating. The.

County Department, of Social Services retained both Senior I & R and Child

Protective Services I & R (Child Abuse). The Childrens' Home Society in

Orange County provides information on adoptions, child care, and general

children's services.

I&R IMPLICATIONS

In the CLSA context, I é R Sef;ices could be extended as part of the

System Reference Program. Moreover, the more proactive practices sometimes

followed by I & R providers, such as mediation, outreach and advocacy may

have applicability to "traditional" reference services. Obviously, each

enhancement in the level of service has cost implications.

I & R services which include an outreach or public relations program makes

potential users aware of services. Regular ongoing contact with organizations

working with targeted groups, and interaétion with those groupsitb seek out and

define needs of the non-library-using part of the population are additional 'i A

]

activities.
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KEY_ ISSUES/PROBLEM AREAS

1.

The California Library Services Act requires participating library sys-
tems to provide reference services to their underserved population on a
fair and equitable basis (Educatioh Code Section 18471 (b). CLSA defines
underserved as "any poputation segment with exceptional service needs not

adequately met by traditional library service patterns; including, but

not Timited to: those persons who are geographically isolated, econom-

icé]]y disaarntaged, functionally illiterate, of non-English-spedking
or 1imitgthné1ish-speaking‘ability, shut-in, institutionalized, or ‘
handicappéd", kEducation Code Section 18710 (s).

* To remain eligible for CLSA Reference funding, the Santiago Library
System must determine how best' to provide these groups with appropriate
reference services. This.may include deve]opiné strategies for.linking
potential users with the library -in the first place. Statistics and
evé]uationsagf exisiing resources and service programs yield information

about the relative success ‘of service delivery to current library users.

Community analysis and information needs assessment add information

~about those in the community who are not being reached. Both kinds of

information will be needed for reference service goal-setting.

Regardless of the service model adopted, cooperative reference services

can be providéd with varying degrees -of staff/user interaction, ranging

from a comparatively passive role as a collections and information provider,
through published direc;gries and specialized training, up through outreach
apd advocacy activities. This last, most interactive kind of service could
include such activities as staff going with dsers to the service provider,

accompanying them through the process, and intervening in it on their

‘ behalf, The performance objectives'set by the system will define the
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level of interaction the program aims at as well as the amount of service

to be delivered.
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- | 4. Cooperative Lendingi

]

iy This Section exp]okes the ways in which the system might assist its

members in fi]]iog loan requests by sharing materials_with other libraries
and with residents of other jurisdictions., Such sharing of materials gener-
ally occurs in two ways: (1) the lending of a library's materials to onother
'11brary for use by the borrowing library's user (referred to as 1nter11brary

1oan or ILL throughout this study), and (2) the lending of a library's

‘mater1aJs—d1rectlyrt0~a—resqdent of another 1ibrary's jurisdiction(referred

to as direct loan throuohout this study). Veri%ication, protocols and pro-
xcédures,'1ocations for holdings not available on line, etc. wehe to be.
examined. ‘

“ This discussion assumes that circulation is primarily 2 locdl library
responsibility. The California Library Services Act (CLSA) only requires

that participating

thraries honor ‘certain limited types of ILL and direct

. lh,af“es_fog hand11ng costs incurred in successfu]]y filling an interlibrary

or direct. ‘oan transact1on Beyond 1ts own regu]at1ons, the CLSA requires no
uniformity of loan po]icies,ntrﬁjning procedures or fine schedules and the
degree of a system's involvement in assisting its members in the provision

of uniform cooperative loan services is a matter left to the System Adminis-
trative Council to decide.

Since CLSA provides no funds for carrying out system level lending
activities (with the exception of funding for system communication and
delivery functions which contribute substantially to sucoessfu1 cooperative
loan service), the- Council must alse secure funds for any loan "support"

activities planned or carried out at the system level. Possible sources for

N
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ourlter) requests, and provides funds to reimburse loaning .
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such funds include membership fees, pooled CLSA reimbursements, and in-kind

contributions of staff time.
| Though the CLSA programs are a key factor in the determination of co-

operative lending services, this discussion is not Vimited to the provision
of CLSA-eligible loan transactions. While it is assumed that the Santiago
member libraries will wish to take advantage of the benefits of CLSA
- participation, it is also aséuméd that théy.wi11 wish to maximize access to
the collections of all area libraries, including those not members of the
system.\ ‘ 2

The study team made an early decision to use existing data rather than
attempt to conddct an ILL survey to pim down hit-and fill rates, turnaround
times, passes per fill, etc. The time allotted to this study was too short
to permit the design of new data collection instruments, selection of a
suitab]é‘samp]ing period, and collection and ana]ysi§ of such data. It was
also felt that with the recent changes in Santiago's ILL system the data
coliected might not yield a valid view of the normal ILL patterns. Thus
statistics and other information’werg taken from: -

- California Library Statistics and Directory 1982 (preprint tables)

- CLSA ILL sample period, 1st quarter, FY 1981/82 . ‘

- CATALIET evaluation general survey returns, fall 1981 .
- SLA/LéCNET'Inteniibrary Loan & Interlibrary Reference Policy and

Procedure Manual, May 1978.

PN

" CURRENT LEVEL OF SERVICEV - Ce e e e e
{

In terms of co]]ectﬂon size (by title), SLS is a relatively homogenous system.
For interlibrary 1oan,,th% system a$ a whole is a net borrower (i.e. the system
borrows mofe items than-#t lends) from other neighboring library systems. By
library, five are net borrowers, five net lenders. Total ILL activity of Santiago

members is quité'1ow when compared with their total circulation, approximately .2%.
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In direct loan (Equal Access Universal Borrowing) activity, the systemas a -
whole is a net‘borrower. Approximately 45,000 (projected on basis of second
quarter 1981/82 samb]ing) items‘per year are borrowed diregt]y from public
1ibraries‘outside.the system. birect lToan activity constitutes approximately

8.6% of total system circulation. (See chart 4a Cooperative Lending.)‘

Cooperatibe lending in the Santiago Library System is fhci]itated by.the

use of a variety of intra and extra system finding tools. The four members

of the Anaheim Consortium share location information by means of a shared gutomated‘

circulation system with a common database; five of the system's members have
online access to OCLC's nationwide database; the Orange County Library Book Catalog
is available to many system members; a]] system members have the Statewide

Database m1crof1che f1nd1ng 11st CATALIST; and a system “round rob1n“ locator.

service s in effect "In add1t1on some members use NUC and a]] members refer

: certa1n requests to the State L1brary for search in the California Un1on Catalog.

Pr1or to the occasion for this study Santiago operated a centra11zed

E System Interlibrary Loan (ILL) service. Ver1f1cat1on, location=-finding, and

routing were handled, for the most part, from a single centralized facility.
The center processed approximately 13,000 SLS/LOCNET initiated requests
annually, with an additional 6,000 requests going direct from system members
to lending libraries both within and without the LOCNET-region. Approximately
3,000 reqhests'from non-SLS/LOCNET libraries were receiveg annue11y for a total
of‘about 22,000 requests. Avaiiab]e statistics indicate that SLS/LOCNET

succeeded in filling between 90 and 95% of requests received overall and that
approximately 75% of the StS/LOCNET participating libraries' requests were
fi]]edz?rom‘SLS/LOCNET collections. Since the departure of most of the

System staff, member libraries have necessarily imp]emented decentralized
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ILL service.

Statistics on which to baée a comparison of the two service délivery
méthOGS‘are as yet unavailable. Based on a comparison ofnthe relative
volume of direct loan versus ILLVactiVity in the system (an estimated : -
1,036,000 versus 15,000) it would appear that, from a service viewpoint, the
decentralized model, which places verification and location finding tools as
clése to the end user as pogsib1e (thus facilitating direct loans), better
serves ‘the current pattern of SLS' residents’ use.é Nafura]iy consierations
of the cost of providjng finding tools at service points, intra and extrg .
system communications costs, and training and level of staff, affect decisions
on what functions and activities are best done at a central location and»wh;t
are Sest performed at the separate member 1ibr$ries. The S;stem Administrative.
Council will need to weigh these considerations against the service imp]iéa-
tions and the member 1eraries' indjvidual willingness to‘supbort locdl and
cgntra]i;eﬁ coopgrati&el1gnding service in preparing a7p1an and budbét.-

' The're1at3;e1y homsgenous nature (in terms of collection size, Foup]ed :
with' the compact geographical size and a well developed transporiation system)
of Orange County implies that SLS is well suited to benefit from many types of
cooperative library services, including interlibrary loans, direct loan to
county patrons irrespective of jurisdictional residence, and cooperative
collection development. The present relatively low level of interlibrary loan
(.2% of total circulation; 2.3% of Direct L6an) activity may be accounted for
in a number of ways, including:

- excellence of local collections reduces the need for users to request
needed materials from other sources

- lack of user awareness of accessibility of collections other than the

" ocal library's

5 - user preference for using direct loan rather than ILL, especially with

:\ time delays inherent in most ILL systems
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Given the over 1,000,000 estimated direct loans jt seems likely that
Santiagp's excellent surface traﬁsportation féci]ities and compact geographical
_ area have established direct loan as an important aspect of library service in
o

the area.

SERVICE SPECIFICATIONS

It is assumed that the general lending goal of the Santiago Library
System is to provide all res%dents of its member 1ibraries' jurisdictions with
. the opportunity .to obtain needed materials and informational servicgf, by
facilitating access to the resourcgs~of 311 Vibraries within the system area
anq beyond if necessary. The following service specifications speak to this
goal: ‘
1. The user must be aware of interlibrary and direct loan services as
an easi]y—used.process to acce;s‘resqurces beyond tﬁose available
“in the Hoca? community'cQ]]ecfion.. This mgans_that iheiservjce
must bel”broactivelt in 6rder-£o reach the client who doesn't find
what he/she wants on the shelf. It must also serve the more
sophisticated user who is already aware of cooperative loan opti;ns.
Once the user is made §ware of cooperative loan services, he/she
must be able to use them in the least complicated and time-consuming
manner possible.
2. Santiago Library System has identified equitable service for all
users as its policy. This means that all users must receive the

same level of access to cooperative loan services at whatever service

point they enter the process. (/q
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3. Users of cooperative loan services must receive requested material

in a format, -language, and time pericd that is useful to them.

PERFORMANCE OBJECTIVES

The level of service achieved can bé determined by:

1. desk staff recommends direct loan from a neighboring Jurisdiction
or interlibrafy loan for __% o% requests for materials not in the
iibrary collection. . .

2. __% of requests for interlibrary loan during _7f{£ime) are user-

jnitiated. It should be noted that the overall loan statistics

.. yielded by such measures are subject to too many variables to be

a precise measurement tool, dut théy are usefu] as guideposts,
for purposes sdch as comparing before-and-after figures on use
when a public relations proéram 1s conducted. '

-Data for these. perfbrmance obJect1ves can be gathered by:

- Periodic samp11ng. staff records the total number of 1nqu1r1es
about items not in the collection, in tiow many of these the user ‘
asked for help in procuring the loan elsewhere, and in i:ow many
‘the staff offered direct ioan or interlibrary loan serQice. This
method is ﬁost'usefu] for remirding local staff of the cooperative
loan option. It is not as reliable as a déta gathering tool. It
can be used to determine the parcentage of user-initiated trans-

. act1ons. Since the -recording process itself, however, serves to
remind staff to offer the cooperative service, this kind of samp]e
loan tends to produce an atyp1ca1 result.

- Unobtrusive testing: in th1s process, a sample of existing, verified
titles known not to be in the local 1ibrary collection is requested

at the service desk and staff. responses are recorded. This is much

N
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) thé more reliable testing method, since staff are responding as they

would at any time.

__% of participating 1ibraries meet the performance objectives

_established for usability and timelifess in __ % of transactions

handled.

Material supplied to the user'is usable in terms of guality of
]

reg;oduction, language of text, and timeliness of receipi for

__% of cooperative loan requests. !

Material is supplied to the user within __ days for __ % of ILL

- requests, and available within ___(time period) for __ % of direct

loan referred.

From the two preceding measures another, more controversiai measure

LN

may be inferred: - ~ .

.- Material sq;iéféctory to the user in.terms of format, timeliness of

égceipt, and language is supplied from kesoyrces within the system

)

for __% of cooperative loan requests.

This last measure is controversial in the sense that the contention
that filling an ILL from a‘source in the same geographic area as the
requesting'1ibrary is better than utilizing a more distant source has
never been rigorously tested. With access to nationwide location

information through online utilities such as RLIN and OCLC this

traditional view is,becoming more doubtful. Nonetheless powerful

arguments can be made in favor of borrowing from local sources when-

ever possible including: (1) Timeliness - delivery of material to
the patron is 1likely to be quicker, especially if delivery systems
deéicated to library use are available; and (2) control - there is

=

less likelihood that lending services will be discontinued or subject

4J




¢

s -to unexpected fees if local sources are used (nggotiaﬁcns for |

~

reciproca'l‘ borrowing agreements, fee schedules, etc. can be handled

~ -
?

face to face)

Evaluation of the effectiveness ¢ various service delivery methods in
meeting these performance objectives might include:
B -. measurement of average turnaround time for each delivery option'
offered, and comparison of those findings to average client deadlines
- cecmparison of number -ofs#times clients' parameters are met vs. how
many times they are not met, and snalysis of fagtors contributing

“to failure

- follow-up with selected clients (sampling basis) for feedback on
how well their needs were met and how service could be improved.
- wuncbtrucive testing of desk staff's response to requests for service.
1t should te noted that turnaround time is among the easiest of ILL
'stat1st1cs to collect, although decisi®fs on how to treat non-fills and
'reserves can mater1a11y affect the resu]ts Care must be taken to 1nsure ’ -
that uniform procedures are fo]]owed for collection of data in these categor1es |

N

User satisfaction is best determ1ned by means of per1od1c samp11ng at the

delivery point. It need not consume an excessive amount' of staff time. In- system
£i11  rates and turnzround times may be obtained by examination and tallying of

ILL and circulation back files or by sampling.

ALTERNATIVE SERVICE DELIVERY METHODS

These service delivery methods reflect the assumption that philosophically
and practically, loan service is primarily a local responsibility. System
assistance necessar11y piggybacks on local effort. One additional assumptiop‘
underlying the fo110w1ng service delivery methods is that lending w111 function

most effectively if nearby resources are used first.




Techniques for strengthening system members' lending capabilities

include:

<

1. Improve access to member libraries' collections. This can be
achmp]ished by development of a distributable system union catalog,
linking or sﬁaring of automated circulation systems, the use of a
single bib]iogtaphic utility by all member libraries (either with
shared or separate files) and/or the development and distribution
of directories to resources both within and outside the system.

2. Cooperate in collection development. This can contributé to
Santiago's ability to fill user requests within the system. Efforts
in this direction may range from last copy retention policies to
specia]i}ed subject collection development.

ADVANTAGES /DI SADVANTAGES :

This approach would assure reduced dependency on external
_sources which may hry up or impose fees if ovgrbu}dened. It would
also allow for reduced cost and turnaround time through utilization
of system communications and delivery services, whjch could be
translated iﬁto inereased usef satisfaction: However, there is the
danger of having the lending buéden fall on one or two meﬁber N
1ibra;ies, which might increase use of ILL beyond member libraries'
ability to pay. Also, in spite of the estabTished practice of
resource sharing, a heavily impacted library could still be open to
the criticism that materials purchased with tax revenues from a
member jurisdiction are being useq by residents of other jurisdictions;
3. Develop uniform policies and procedures for cooperative loan services,
package them for use at local 1{brary service points, and train staff
to interpret these policies and procecdures to library users. A

carefully developed program will reduce confusion/frustration to

patrons in system service area.

7
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ﬂThese uniform policies should then be packaged and available to staff ‘
and users at a1l public service desks. Uniform policies should cover
all variables in cooperative loan services:
- SCope‘of service: materials ioaneq and not loaned, by format,
such as sheet music and microforms; by physical condition, such
as bound newspapers and fragile materials; by intended use, such
as restrictions-on the number of loans to one borrower.
- photocopying in 1ieu of loan: what kind, how.much.
- loan conditions: loan peripds, renewals
- fees and charges: overdues, charges by out-of-system lenders,
reserve charges, pricing po]icigs for lost or damaged materials
and related technical services costs, and pricing policies for
replacing out of print materiais.
- procedures: verification requirements, desired request and
response format and protocols, communications and delivery methods.
Establishing 'uniform policies will require consultation and agreement
among all system members . Because policies must be clear]y under-

-standable to a]] staff members and users, staff part1c1pation in the

actual po11cy development process would be very useful. Coordinat1ng
the policy procoss and oversee\ng procedures documentat1on can best

be achieved by a re]atrve1y small working group, e1ther representatives
of library directors or a task force/standing committee reporting
directly to the System Council. The group should be structured so
that it can be reconvened at reguiar intervals to evaluate the policies
and procedures in the 1ight of changed conditions and new technologies.

g,




4. Increase client awareness by displaying promotional matéria]; where
potential users are. A supply of brochures or flyers which describe
.the-c00perétivév153n services which are available, note locations of ‘ T
libraries offering direct loans, and‘have a tear;qff fonm‘that can \
be used for interlibrary loan requests could be put in library stacks,
public reading’areas, community center, laundromats, bus terminals,
etc. 'These remjnders will help reach those users who don't otherwise
come to the desk to ask for a loan. \ .
® 5, Train all publ%c service §taff at Igast annually in both system use -

and in client negotiation techniques. -Training could include on-site

. . visits tc major lenders in the area and role-playing in negotiation

techniques as well as Qa]k-throughs on cooperative loan procedures.

The MCLS system has used this approach with member 1library circulation

staff with great success. ‘ '

The syétém would be respoq§i§1e.for training and Tor.preparini and’

updating written ﬁateria]s. Both trainiﬁg programs and written how-to

materials should be evaluated on 2 }egu1ar basis, with.the local

- library desk staff actively participating in planning programs.

ADVANTAGES/DISADVANTAGES :

Staff training and promotional materials to reach users are
essentié] if cooperative lending is to be a proacti;e and vital part
of system service. However, tﬁis kind of training and public relations
commitment will require staff time at a]f levels. Additionally,
although public information is important, good public relations materials

cost money, which must be balanced agaidst other system needs.

‘ \




" 6. “Negotiate Joan delivery options with the' user. One of the keys to .o
. meeting performance obje~tives for coopecative lending is clearly S ‘
determining what will be most useful to the client. Since there are
a number of variables\(direct loan or ILL turnarsund time, format of
material, cost of service)iit is often advisable to negotiate with the
client fo determine his/her priorities and to identify what service

trade-offs he/she is willing to make.

o ADVANTAGES/DISADVANTAGES :

\ Client is able to set his/her own priorities for service, For

example, if getting the British edition of a title, no matter how

Tong it takes, is more important than getting an&'other edition within
, - the system's."standard"\service deadline of (for example) three weeks,
he/she will have tre eppertunity to say so. By negotiating such‘a
- ] . “performance contract" with the client,’ expectat1ons are c]ear on both
| sides from the outset and disappointments are minimized. However,
since this is not a rcutine procedure for many Tibraries, there would ‘ .-
he additional etfort required to establish procedures, train staff,
and evaluate this approach. |

ALTERNATIVES FOR ILL ACTIVITY

A d1st1nct1on shou]d be drawn between the alternative service de11very

mode]s d1scussed be]ow and the methods and tools used to de11ver actual ser—-

¢ ¥}

.vice. The ava11ab111ty and cost of methods and too]s are vital factors in
detennining the service de]ivery model employed - this in times when the only
pract1ca1 method of rapldly obta1n1ng holdings information was by means of

union card catalogs the centra11zed model was favored. With the increasing

E availability of Tow-cost access to holdings information through_CﬁB union

catalogs and online bibliographic databases the decentralized model is




becoming the more cost-effective choice. While the a]ternative'models
discd§sedtbe1oy are relatively "pure" types, it should be noted-that’no ILL
system is likely to berwhol]y centralized or decentralized and that de- -
. cisions.on what Services, functions, and tools are to be provided centrally
: and which are best assigned to local service a}ints can frequently be made
discrete (i.e. rare]y used or very expens1ve finding tools may be shared at
a central location even though the maJor1ty of the ILL funct1ons and services
are decentralized) and the "mix" of cenzfaﬁized and decentra11zed‘act1v1ty
can be expecféd to change over time. . <
The LOCNET center provided one model of a centralized ILL center. The
_'two variations shown be]ow.provide models that can operate witnin the service
. specifications. However, a centralized ILL center will be subject to the
fo]]dwing conditions: //
—~CLSA/LSCA funds may not be used to support centra?ized services
-a center may expect to nandle only a portion of all ILL transactions
generated in SLS ) - ' te
- a center will be of 'significant benefit to less than ha]f of the SLS o
members (due to the in-library access to 0CLC, shared databases, and
finding 1ists such as union catalogs and CATALIST).
There as a quest1on of diminishing returns for items not immediately
verified and located at a memner library. This question also arises for
. out-of-system locations vs. in-system locations. Data on these are not
available for the study, although there is an indication that less than 15%
of all requests are to libraries outside SLS. Thecefore, the-cost of de-
veloping and maintaining a\centra]ized center, as compared to the marginal
increase necessary to improve individual efforts at the local level, would

appear to be disproportionate to the expected benefit.

L .




A related question is the "borrow vs. buy" decision. Currently, SLS

libraries do not have a method of identifying when multiple requests for a

single title should be a trigger for an automatic buy decision. To make this

decision, an ongoing analysis of multiple requests for a single title is

necessary; also multiple requests in a given subject area are an indication

o of ‘possible weakness in the individual library's collection that may require

a re-evaluation of collection development procedures. N L
- "Borrow vs. buy" is also a factor in deciding to buy an inexpensive title

rather than go through the relatively expensive ILL process. Thig is especially

true of popular materials in paperback that can be expected to receive multiple

use in direct loan.

ALTERNATIVE #1: FULL-SERVICE CENTRALIZED CENTER

The center will accept ILL requests from all %ibraries in the SLS

geographic area. The center will provide verificatién, location, and trans-
\m{ésion of’th; request to the lending library by use of a utility (such as
~-.0CLC), electronic mail, TWX, or ALA Form. The center can be expected to be
rst}uétured and perform in a similar manner to the prior LOCNET ILL center.

Staffing and resources would be similar to the LOCNET ILL center with the

additionai rquixgmént of access to a bibliograph utility such as OCLC and/or
RLIN. “The high range for staffiﬁg would include 1.0 librarian, 1.0 TCII,
1.0 fCI. Annual salaries, benefits, operating expenses, and equipment could
approgch $70,000.* However, also, limiting the services to verification and/or

location information only, staffing could be reduced to 1.0 TCII, with matching

reductions in costs.

P sy,

* Based on 81/82 SLS budget estimates




ADVANTAGES/DISADVANTAGES

-

.There are at least two major advantages to this approach. SLS member
libraries without access to a utility, such as OCLC, could provide a single
request transmission to the center for both in-system and out-system requests.
Also, non-public libraries within the SLS geographic area would have a single
source to send their ILL requests. The experience of other networks in
California is that support of centralized services falls primarify on public
library members.

However, based on an average 15,000 ILL fills in SLS member libraries,

a centralized center would cost approximately double the expected CLSA ILL
reimbursement return available to SLS member libraries. Moreover, since the

center would be of significant value to only a portion of SLS member libraries,

a heavy funding burden could fall on a limited number of libraries (if support

were based on a per transaction formula).

Since over 85% of SLS ILL requests are filled inside the system*, the
marginal cost of supporting a centralized center is relatively high in cor- -
parison with other alternatives.

ALTERNATIVE #2: DECENTRALIZED ILL SERVICE

tach library will verify, locate, and transmit its own ILL requests through
the use of in-house resources, such as OCLC, CULP, CuC, CATALIST, ;hared database,
union catalogs, etc. Libraries without in-house access to one or more of these
resources may choose to contract, on a per transactioanasis, with one or more
other livraries for verification/location services and/or transmission of
requests through OCLC. |

There would be no system level responsibility for this alternative. SLS
libraries would make individual cooperatfve arrangements to facilitate access
to resources at other SLS libraries (i.e., the five SLS libraries without OCLC

arranging for access with one or more of the five with that utility).

J
* Complete transaction data not avaijlable.




ADVANTAGES/DISADVANTAGES

Under this approach, the expense of estab]ishiﬁﬁ!and maintaining a centra1-‘
jzed services can be avoided, however, non-public 1ibrary network members will
have less access to public library collections (since there will be no central
switching 1ocat10n) Per transaction formula costing will avoid added-on
overhead to jndividual requests, and a fill rate at or near the previous (LOCNET)

level shou]d\be possible at a greatly reduced cost. s

It should be noted that qgcisions on what cooperative lending services
are to be provided centrally and what services are best provided at the loca1
libraries should be reviewed by the Admlnlstratlve Council as member library
capabilities, 1ibrary techno]ogy, and access tools and systems change. Examples
of recent developments that the Council may wish to jnvestigate include the
possibility of providing dial-up access to Orange County's recently acquired
Dataphase automated cjrcu]ation sysfem and OCLC's recent announcement of
their intention to provide non-cataloging services to partial users.- Both of
these developments and the current technological trend tpwards greater distri-
bution of data processing and communication capability would seem to favor the
more decentralized model for provihing cooperative lending services. However,
it is conceivable that unforeseen technological developments or changes in the
economics of providing access, communications, and delivery of information
could swing the balance in favor of centralized service. Both the member

libraries and the Santiago System Council should remain alert to new oppor-

tunities for providing enhanced levels of cooperative lending services and

for reducing the overall cost of lending service provision.




Table 4a | -
Cooperative Lending - Santiago Library System

. T ~ : —
System Circulation] Collection’ ILL's 80/8] Projected? | Projected 81/82° Direct Loans
Member r (Titles) Borrowed Lent CLSA ILL's Reimbursements Borrowed Lent .

Anaheim -1 1,005,785 168,755 1,280- | 1,389 1,192 . $3,230.32 187,278 91,520
Buena Park 298,620 104,567 131 606 ° 3,012 $8,162.52 23,556 | 101,270|
Fullerton 873,246 94,964 1,314 1,191 | 992 $2,688.32 49,400 95,966
Huntington . - | :
Beach 796,695 _ 172,138 590 698 724 $1,962.04 69,628 | 117,286
] NEWPOTL
/ Beggﬁrt 551,504 90,335 2,129 490 336 $ 910.56 13,9367 46,956
: - \
o N i )
Orange Co. 6,604,297 190,933 4,978 2,381 2,012 $5,452.52 537,576 | ~ 166,192
Orange 686,458 101,561 | . 587 628 548 $1,485.08 38,740 | 159,198
Placentia 184,172 68,707 2,593 2,921 3,100 $10,027.00 43,316 50,128
- | Santa Ana 1,064,656 201,072 937 720 576 $1,560.96 65,338 | 103,714
!
Yorba Linda 7 187,466 101,406 1,795 1,048 2,006 |  $5,430.84 22,724 | 104,442
!
TOTALS 12,252,899 | 1,294,438 16,336 | 12,072 15,096 |  $40,910.16 1,051,492 | 1,036,672
RS R . oo I

1 - Statistics reported in California Library Statistics and Directory 1982. - /
@ 2 - Projected on basis of first quarter, 1981/82 sampling. ’ (}{),

'[:R\f: 3 - Projected on basis of second quarter, 1981/82 sampling (Includes both Equal Access and Universal Borrow1ng) j
/
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5. Communications

=

Communications service between system members,.as well as between the sys-
tem, its members ‘and other agencies both within and outside the system area, is
a required system function. The study focused on the appropriateness/costs of
the present communications system in Santiago, and considered possible avenues
of improvement to be explored but,‘as agreedvin the Memorandum of understanding,
did not explore those alterniatives in depth.

CLSA requirements for the system-level communications element are contained
in Educ. Code Section 18745: “Each Cooperatiee Library System shall annually
apply to the state board for funds for intrasystem communications and delivery.
Proposals shall be based upon the most cost-effective methods of exchanging
materials and information among the member libraries."

The Statewide Communications and Delivery component of the Act, Educ. Code
Section 18766, has never been funded. ' Technically, this is the CLSA component
that covers communications with entities other than system member libraries,
1ﬁc1uding‘both,public libraries outside SLS and all non-public libraries.

The wording of section 18745 implies that CLSA funds may only be expended
for communications between the member libraries of the system.‘ As a matter of
practical policy, and recognizing that previously existing communications budgets
were "grandfathered" in during early stages of the implementation of CLSA, the
State Library has not made an ef%ort to limit the expenditure of CLSA Communica-
tions funds in strict accordance with this interpretation of the law. This
cculd well change in the future, however. This study assumes that the first
priority for use of CLSA Communications funds must be for the design and opera-
tion of a communications system which meets the needs of system member public
libraries. .If an alternative service delivery method permits the design and

operation of a communications system accomplishing more than this, then so much

the better.
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CURRENT LEVEL OF SERVICE

Member libraries were polled to discover what communications systems and
equipment were in place and the amount, type, and cost of use. Because of
recent changes in SLS communications equipment and system staff, no data were

* available on any but the first of these items (systems and equipment). This
ﬁas precluded any traffic anmalysis or in-depth cost analysi of the current
communications systems - which, given the recent changes, would probably be

_ premature in any case.

Chart 1 shows the current communications equipment available at SLS
member libraries (exclusive of te]eph;nes).

Santiago Library System is comparatively rich in communications equipment
and available communications methods. The system's compact area also permits
the operation of an economical delivery van service which functions as an im-
portant adjunct to the overall communications services. This same compact
geographical area serves to reduce the overall cost of the system's dependence
on telephone-based service (telephone, electronic mail, direct dial Keyboard

Send/Receive (KSR)). 1In 1980/81 system communications expenditures totaled $33,452.
SERVICE SPECIFICATIONS

/
The following are basic specifications for cooperative communications

- service:
1. Users of the communications system receive information and messages
in a timely manner, at the lowest possible overall cést.
2. The communications system is "user friendly" and easy to understand.
3. The communications system records data needed for analysis of its
performance and effectiveness, inc1udingsa fiscal ™audit trail."
4. Access to messages can be controlled and privacy/confidentiality

guaranteed if necessary.

(A
oo
Cu2




CHART 1

Santiago Library System

Communication Equipment 2/82

. Automated Circulation|  Bibliographic ASCII
Library System Utility CRT KSR
Anaheim SCI (Shared) " None ADM- 3A Whisperwriter
Buena Park SCI *(Shared) None ADM-3A Whisperwriter
f T
Fullerton Data Phase (Planned) ! ocLC None Whisperwriter
! |
Huntington Beach ! CLSI 0CLC HP2621 Whisperwriter
Newport Beach None ocLC None Whisperwriter
Whisperwriter
Orange County Data Phase 0CLC ADM-3A 1 820
Orange Public None - 0CLC None TI 820
Placentia SCI (Shared) None ADM-3A Whisperwriter
Santa Ana None None None Whisperwriter
Yorba Linda SCI (Shared) None ADM-3A Whisperwriter
o1 05

£-S



5. Users can interact with one another during the message transmission

~

process if they desire.

6. System is available for use at times convenient to users.

7. Users may select from a variety of message media and formats, to
best meet their needs and the needs of the addressee.

PERFORMANCE O0BJECTIVES

J. % of users understand ____ % of system policies and procedures
% regarding appropriate usétof various communicationg‘bsfions by
(date).

2. High priority intrasystem messages are received by addressees
within ___ (hours). /

3. Routine intrasys*em messages are received by addressees within
____(days).

4. Tréffic volume and costs for each m;ssage system used are recorded

and supplied for review and evaluation of cost-effectiveness at least

every months.

ALTERNATIVE SERVICE DELIVERY METHODS

1. Concinue Current Mix of Communications Systems

Santiago's current mix of system delivery van, U.S. mail, Whisperwriter

dial-up terminals, ONTYME electronic mail and TWX, though still in its

To meet the performance objectives, written prccedures and guidelines
for using the communications system need to be developed and a uniform

method of systematically collecting data on usage and costs needs to be

developed and implemented. \\\ ~ ]

0~

shakedown phase, appears well conceived and should prove cost-effective.
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ADVANTAGES/DISADVANTAGES

A good variety of communications mechanisms are in place. They will allow
. for fine tuning and eva]ﬁation of the tradeoffs in timeliness and cost
represented by the several methods of communicating. They also should prove
ﬁwe]l able to handle total system traffic within the available budget. But
as notcd, little effort has been expended in collecting “ata oﬁ usage, costs,
and effectiveness during this transitional phase, so ana1§sis of actual
performance is limited. B

2. Other Communications Systems

This alternative was not examined in depth, on the assumption that, for
the time being, Santiago must first track the current system's costs
and effectiveness to give an adequate foundation for cohparative analysis.
Meanwhile, members should remain alert to possibilities for future de-
velopment of the present system, such as: cable TV; dial-up access to
member libraries' automated circulation systems; OCLC/RCIN ILL and
message subsystems. For example, requests for propesal forsautomated
circulation systems could include as a desirable feature electronic
mail and/or dial-up access to the circulation database.

Chart 2 displays current and potential communications systems for SLS and

)

current capability by member 1library.

COST FACTORS AND ESTIMATES FOR SLS COMMUNICATION SYSTEMS

Since few actual data are available on current Santiago communications
traffic and costs, this discussion is based on a series of assumptions some of
which may not apply to actual current conditions in the system area. Thus cost
estimates should be regarded as illustrations of a methodology and as identifi-

cation of the cost factors involved. As Santiago gathers data on actual usage

and costs of the communications systems these estimates can be refined to provide




- " CHART 2
' Communications Systems Options/Capabilities
Santiago Library System 2/82

i\\‘ Communications Options/Capabilities v/= i place

) Libraries \\
Anaheim \/ vV VAR v
Buena Park VERVE RV V4 v’
Fullerton 1\'/ \/' \/T :/ v ?
Huntington Beachi vV \/. v \/Ii
Ne;erort Beach ' v’ ’ ViV v ; v’ :
Orange County v ViviV | v
“ Orange Public ' \/‘ Va R4 Vv ' I
Placentia ;/E /' Vi \/; v/ !
Santa Ana v IV \/i \/:
Yorba Linda ' ; JIviv V ; V4 ;

IMS: Electronic Mail System (e.g. ONTYME) .
KSR: Keyboard Send/Receive (e.g. whisperwriter)

£
(VW)
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a more realistic and reliable bési§ for planning. The primary assumptions are:

- There are no long distance telephone charges fsr calls petween SLS
member litraries. .

- When possible, all necessary equi?ment is purcﬁ;;ed and maintained by
“SLS for member library use; equipmegl is replaced on a four year
schedule.

- Time for keyboarding a message is the same regardless of the system
employed.

Assuming a traftic vo]qme of 12,000 messages per year for each of the five
communizatfons methods present]j available to Saﬁtiago members (U.S. mail,
telephone, delivery van, electronic mail, and direct dial KSR) , Saniiago can
deliver 60,000 messages anﬁua]]y at an estimated cost of approximately $22,000.

However, this $22,000 per year estimate is based on an "equal use" assump-
tion that is unlikely to prove true in practice.

It should be noted that other factors than per-message incremental cost
affect the decision to use a particular communications system. Among these are
the desired level of privacy,'phe-need fgf intérag}ion with the addressed party,
desirability of a permanent record of each message transaction, timeliness, the
volume of information transmitted, . and éonvenience. Thus the final cost-benefit
of a particular mix of systems cannot be predictéd on the basis of currently
available data. _ (

Additional factors affecting thé validity of any cost estimates include:

- Effect on local and long distance telephone rates of the recent

decision to divest AT&T of its local operating subsidiaries.

- Present fluid-state of the te%gcommunications industry. S e

- Status of CLSA funding for extrasystem communications {both from the

standpoint of the success of any futuré efforts to secure state funding .

£
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. . s

for the unfunded statewide communications component and from the

standpoint of future CLSB policy dec%gions regarding the use of

“currently available funding to support purely extrésystem communica-

tions service, such as the s%ng]e TWX line retained by Santiago).
For the fo]lowiné cost calculations, it was also asgumed.that:

- Average message is 300 characters in length.

“e

- A1l messages are to a single addressee.

- Total message volume is 125000 (1,000 messages/month) per system
per year, totaling 60,000.messages/year.'

Cost facto}s not included in estimates are:

- Training of staff in use of the communications system.

- Reliability (no costs are estimated for resends, lost messages, or
repeated attempts ‘to gain access to;the system). )

- Convenience (some systems are necessarily available to staff trained

in their use at only one location within the library - no costs are

estimated for delays due to temporary lack of trained staff, or re-"

formatting of messages). ) \\\\
. - "Hidden" costs (such things as staff time for sorting/routing

messages, addressing envelopes; telephone tag, mistakes in addres-
sing/routing, supplies, etc.). .

Relative Cost Estimates

' These ectimates are for in-system communications only. Extrééystem com-
munication costs were not estimated due to-the lack of information on the
volume of extfpsystem traffic, the rapidly changing state of interlibrary

" “communicdtions n Talifornia, and the existence of two communication methods
for which no additional charge for out of system cemmunications applies (U.S.-

mail and ONTYME II electronic mail). These estimates form a-basis for

~




5-9

comparing the costs of the various systems employed for intrasystem communi-
cation in Santiago. They are not intended to reflect actual costs or usage;
aata to support such an effort is currently not available. Santiago should
adjust these estimates as actual data becomes available and modify assump-
tions to reflect actual ;onditions.
-1. U.S. Mail
o i Special Assumptions
- A1l messages are First Class letters.
- No metering equipment is purchased.
Cost:
12,000 @ $.20 ea. $2,400
2.  Telephone
Special Assumptions:

A1i messages are local (no long distance charges).

-

Syétem maintains a single telephone at each member library.

- No installation charyes.

No calis over five minutes.

Cost:
- ) $10/month7/member 1ibrary $1,200 =
12,000 @ .05 ea. . 600
/ . . -
TOTAL $1,800

3." Delivery Van

Special Assumptions :

- Capacity (staf% time and physical space y?thin the van itself)
exists ‘to handle 12,000 messages annually. ~

Costs:- .

4
A11 are borne by the delivery van system.

“
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ONTYME II Electronic Mail
Special Assumptions:
- Telephone available at each site.
- A11 message composition is done offline.
- Messages are not batched (i.e every message is billed for minimum
connect time).
Costs:
Fixed: Equipment purchase

10 Whisperwriters ©$1,000/4 yr. rgp]acement

Equipment maintenance

10 Whisperwriters @ $175/yr. 1,750
Subscription fees

10 accounts @ $100/yr. 1,000

Billing Fees

. $10/month/account . . 1,200
Per Message:
Sender:
12,000 messages @ .15/msg. 1,800
12,000 @ -.04/1,000 characters 1/0 480
12,000 @ minimum connect time .2833 |
‘ 3,400
Receiver: .
12,000 ¢ .04 1/0 , ‘ 480
" 12,000 @ minimum connect time 3,400
“+ ' ewme e o - ~Phone-charges - o -~ e e 2w B00 e

" TOTAL $16,610
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5. Direct Dial Keyboard Send/Receive (KSR) with memory (e.g. Whisperwriters)
Special Assumpfions:
- Te]ephon; is available at each site.
Costs: 5
Equipment purchase

10, Whisperwriters @ $1,000/4 yr.

replacement $2,500*
- Equipment maintenance
. 10 Whisperwriters @ $175/yr. 1,750*
Phone charges 1,200
TOTAL $4,450

*Cost already included in ONTYME estimate.

Key Issues/Probliem Areas

How to fund communications to points other than system member Tibraries,
given the defined limits of current CLSA funding, is an issue to be explored

by the Santiago Administrative Council.




6. Delivery

Delivering materials, hardcopy communications, etc. between Santiago System

members and between the system and its members, as well as other agencies both

within and outside SLS#is a key system service support activity. As with workI
on communications, the study focused on the reasonableness of the present
structure, and considered possible avenues of improvement to be explored, but did

not explore those alternatives in depth.

CLSA requiréments for the intrasystem delivery e]eéent are contained in
Educ. -Code Article 4 section 18745, "Each Cooperative Library system shall
annually apply to the state board for funds for intrasystem communications and
delivery. Proposals shall be based upon the most cost-effective methods of
exchanging materials and information among the member libraries."

The Statewide Communicat}ons and Delivery Component of the Act has never
been funded. Technically, this is the CLSA component tbat covers delivery to »
entities other than system member public libraries.

CURRENT LEVEL OF SERVICE

In order to get a picture of current delivery activities in Santiago, cum-
ulative statistics on pick-up and deliveries were obtained for calendar 1981.
Information extracted from the Santiago 1981/82 reports and from the 1982/83
Program Budget Requests was also examined. In addition, telephone interviews
were conducted to obtain an understanding of the interface between the SLS
delivery system and Orange County interbranch delivery service. Point-to-point
traffic and peak load data were not available, but given t;e relative balance
and proximity of the member libraries such information was not essential for
this study. This type of data would, however, be extremely important in more

geographically widespread systems or in systems with a greater disparity in the

size of the member libraries' collections.
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No clear picture of delivery patterns in Santiago emerged, however. Data
colleéﬁed at the delivery points do not'agree with those presented in the
Santiago budget request. There are several possible explanations for this but
thé major implication is that development of uniform measures for delivery
workload should be undertaken soon. The current van delivery system seems to
be workinq wglg -- but SLS should confirm this conclusion with reliable data.

Technical assistance in data collection and analysis methodology is
avai]abTé from the California State Library.

SERVICE SPECIFICATIONS

1. Items are delivered to SLS members at the lowest possible cost.
2. Users of the SLS delivery systems will receive items in a timely
4

manner.

PERFORMANCE OBJECTIVES

The following are sample performance objectives for the specifications
suggested: .
1. % of delivery service users understand procedures and regarding
the appropriate use of the various delivery options available to
SLS members by _ (date).
2. High priority intrasystem delivery will be accompljshed within
(hours).

3. Routine intrasystem delivery will be accomplished within ____(days).
4. Traffic volume and costs for each delivery method used are recorded
and supplied for evaluation of cost-effectiveness at least every

(months).

ALTERNATIVE SERVICE DELIVERY METHODS

Santiago's current delivery methods appear to be working well and could be

continued. Insufficient attention has been paid to tracking performance and

Ly Be
¢ U
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costs, but the system functions smcothly and is providing daily delivery to
SLS members. The arrangement with Orange County Public Library appears to be
providing more effective and efficient van delivery service than could be ob-
tained by Santiago operating a single separate ;ervice.

ADVANTAGES/DISADVANTAGES

Santiago's compact area of service and cooperative van gglivery arrange-
ment with Orange County Public Library provide a high level of service at a
relatively low cost. However, the current method of operation is not capturing
reliable data on workload, and costs. As long as the system works well and costs
remain stable this is not a serious problem -r but if éznditions change Santiago
will Tack the necessary information to eva]uaée alternative delivery methods.

It is unlikely that there exists a mo;E cdst-effective alternative to the
current delivery van method at this time. HoweQer, SLS might consider experi-
menting with other modes of delivery on a 1imite& basis. Options Jnc]ude the
use of a commercial rapid delivery, private mail, or document delivery services
such as The Messenger, Purolator, Bay Mail, etc., for rush items. Telefacsimile
as a means of rapid documgnt delivery can be effective in settings where thé?e
is a large volume of high periority, relatively small (less than 25 pages)
document traffic, or where the telefacsimile equipment costs are largely born
by cocnmunications usage. As telefacsimile technology becomes increasingly
digital (lower transmission times and the overall cost of operation) Santiago
Library System may want to consider telefacsimile as an enhancement of the A

communications and delivery systems already in use.

KEY ISSUES/PRCBLEM AREAS

2
How to fund delivery to points other than system member libraries,

..

given the defined limits of current CLSA funding, is an issue to be explored

¢

by the Santiago Administrative Council.

LAV
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1. Special Services
)

Special Services entails the development, provisiop, and evaluation of
services to the following special client groups:

- Asian, black, hispanic, and other racial or cu{tural minorities

- Blind, deaf, and physically disabled

- ITliterate, unemployed, and other socially-economically disadvantaged

- Aged, homebound, or institutionalized

Many possible reasons why sbecia] client group members make limited use of

libraries were considered, including:

Administrative priorities

Attitudes of special client group members, lack of faith in a library's
ability or willingness to serve them

\Architectural barriers that prohibit or limit access to library services

i

- \ﬁultural barriers including non-acceptarce and non-awareness of libra-
Aies as an information source ‘;3:
- Staff inability/lack of training in communication and service techniques
for work with special clients ‘
- Lack of appropriate resources and services
Tﬁé study addresses prob]éms of service, énd discusses possible system
roles in developing services to special client groups. The shifting responsi-

bilities of federal, state, and 1ocal funding sources are also revigwed.

CURRENT LEVEL OF SERVICE

1. Profile of Special Client Community

Race/Ethnic breakdown by household is shown in Table 7b.

Undocumented Aliens: There are no official statistics on undocumented

aliens in Orange County. It is estimated that the population is approximately
57,172. However, it could be as high as 75,000 to 100,000. (Santiago Library

System Population Profile.)

Lol Bl
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LIBRARY DIRECTORS

ADVOCACY GROUPS

LIBRARY SPECIAL
SERVICES STAFF

SUMMARY OF I
\ . —

The Current Special Services

LN,

ERVIEW RESPONSES

vironment in the Santiago System Area

CLIENT NEEDS

PROBLEMS

TRAINING NEEDS

Jobs
Literacy
Survival

HOW TO MEET THEM

Speciéﬂ materials

Bi-]ingug] staff

\\

Lack of staff
with necessary
skills and
attitudes

Survival within
economic and
cultural main-
stream

Appropriate staff;
Equal response to
and equal input
from all major
elements of the
community

Status quo has
priority

Jobs '
Survival and
language skills

Bi-lingual staff,

Community infor-
mation

Communication
with patron,
apathy from the
library, lack of
staff and funds

Language skills,

dinated programs
and political sup-
ort

HUMAN SERVICE AGENCIES -

Libraries can help agencies with information and meeting space.

Agencies can help libraries with service delivery, identification of patron

and volunteers.

N

Cultural awareness,
Organization of theg
community for coor-
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P Indochinese Refugee Population: as shown in Table 7¢, totals 18,669

people. )
Handicapped: The handiéapped population is estimated at 225,810 by
1980. (Santiago Library Systel Population Profile.)

Unemployed: Unemployment in Orange County reached a record high of
82,700 or 10.5% in May 1975.

2. Current Services Summary

The interviews described the special services environment in the Santiago
System area. Major findings are summarizeé~be1ow; some are also discussed under
3, Implications. Table 7a outlines the findings. . |

a. Services to special client groups are currently a low administrative \
priority at the local and system level.

b. Some librarians are interested and willing to serve special client
groups but only within the parameters of "traditional" library services
and service delivery techniques.

c. Member library staffs have difficulty assessing special client groups
needs and deciding how to address them.

d. The information service needs of special client groups do not vary
greatly from thgse of the general community or "priority" groups;

however, delivery methods and techniques-may need to be different.*

»

* Concurs with findings in INFORMATION NEEDS OF CALIFORNIANS published in 1379
by King Research Inc.
M chart summarizing reviews by category of interview subjects (See Fa). Complete |
text of interviews is available at Library Development Services Bureau, California ~ —

State Library.

O




There was a general sense among Santiago member library staff that
libraries should be cooperating with other human service agencies in
the community ag one way of meeting those needs effectively. These
agencies have developed a variety of methods for delivery services to
the shared ciient group.

Moreover, there appears to be a significant gap in communication and

L
a need for common terminology among library and other human service

agencies in the system service area. Library jargon does not describe
to laymen or professionals in other fields the scope or value of the

services provided. Despite PR efforts, these other agencies were

ignorant of services available to them and to their clients.

Staff with appropriate language skills, cultural awareness and appre-
ciation are acutely needed by all member-libraries. T[he scarcity of

such staff is a major barrier to effective service to underserved groups. -
Services to special client groups have often depended on the availability
of limited-term grant funds and short-term additional staff for service
development..

Special client group members perceive libraries as not committed to

special services and do not feel 1ibra;ies have materials and staff

that can assist them.

3. Implications

3. Special client groups are seen as substantially Qifferept from other
groups servea by the library. The term "client", rather than the more usual
library term "patron", is used throughouf this discussion: 1) to remind that
underserved groups~are not %urrent library users and, 2) to foster, through

#
common terminology, the coordination of library services with those provided




by other human service agencies to the same grou.s of persons. The term
is especially appropriate to convey concepts that have developed during the
study and to frame the resulting alternatives. The study has led to

a similar conclusion that the descriptive word “"special" is less appro-
p

priate to the groups under study than the term "non-traditional". It can be
argued that all library service consists of meeting the needs of a wide array of
“special groups", e.g., businessmen, mystery fans, do-it-yourselfers, eic. All
require materials specific to their needs and often times require special methods
of service delivery such as materials shelved together or marked for easy identi-
fication, specially bound materials, special loan periods, displays, programg,
etc. Librarians are charged with serving the general community. That community
is made up of many distinctive client groups with over]apging memberships, all

1ikely to make specific demands upon the 1ibrary: whét distinguishes "special

1 .

client groups", as defined for this study, is that they traditionally have not

been seen as part of the general community.

b. Services to special clients sre seen as inherently more difficult
and expénsive, with higher per capita costs and unusual delivery methods.
The California Library Services Act recognizes the possibility thac public
1ibraries may be\ﬁag?le to bear the costs of meeting the exceptional needs
of m; residents, including the physically disabled, non-English and
1imited English speak%ng persons, those who are confined to home or in an ~
institution, and those who are economically disadvantaged. (Educ. Code «
Section 18701 (e).) This study, however, finds that while some techniques :
for reaching some special client groups are expensive, much can be done on
existing funds. An impressive array of successful.programs for special
client groups have been:mounieq by individual SLS member libraries \ithout .

s
extraordinary expenditures of funds. Although the use of temporary grant

~ -




funds may be needed to cover start-up costs the maintenance of alternative

services identified by this report fa]] well wx\hin the budgetary resources

of the SLS As with ary change in serv1ce, a shifting of priorities,

careful planning, and reallocation of resources may be necessary to develop
. . A

programs that keep pace with changing client needs.

c. Administrative attitudes are the key factot. This study confirmed
the hypothesis that qdminist}ative attitudes, not funding, are the principal
cause of iﬁadequate services for special client groups. Library administra-
tors interviewed-were-concerned that special groups did not enjoy the same
Tevel of servicg as did traditional library patrons, but most administrators
did not recognize a role for tﬁemse]vesin balancing inequities."They‘per-
ceived "basic" services to be traditional services for traditional 11brary
patrons. They perceived special client groups as be1ng apart from the main-

stream,to be served only as scon as funds would allow, but not at the expense of
Eedd;ed services for established patrons. To the degree that special clients

could use services.delivered to mainstream patrons, they were welcomed and served
well; special efforts to serve them were seen as unnecessary drains upon limited
fiscal and staff resources.

. Services to special group§ were also seen as more appropriate for an
individual library rather than for system level activity. Information gethered
in ;he'study showed that client group clusters, especially those of ethnic or
language differenées, were ofteﬁ 1ogated in areas whose local libraries lacked
appropriate materials and staff. System level coordination would allow optimum
use of staff expertise, existing collection strengths, and tuildings offering
easier architectural access. -

d. Special clients do not require a different approach. A final miscon-

ception was that special clients must have special programs. Ideally, services

L-/




for them should be developed through existing cycles of community assessment,

planning and program deve]opmen} and should be integrated into services for

mainstream patrons. However, such integration does not mean that the develop-

ment and delivery of services to special client groups will be the same or that
” specific attention to their needs is not required.

e. The Library cannot be effective in isolation. Integration or cogrdina-
tion of library services for special clients should also be done in coordination
with other human services agencies. Santiago member libraries' staff have tﬁis
view. Working with other agencies and organizations such as the Area Agency
on Aging, Inconvenienced Sportsmen, Reforma, etc., is the best way of expanding
services in the face of diminishing fiscal resources. These re]atioﬁéhips
benefit both the participating agencies and organizations as well as. their
shared client groups. Through such re]ationsh{ps libraries can learn what

" service needs and gaps exist, can draw upon established delivery systems

Q(
such as Meals on Wheels, Senior Citizen Centers, RSVP Volunteer programs, etc.,

3 " 3 - - 13 ‘ - - - - -
~can use existing information and public relations vehicles for publicizing services,
and can make use of staff expertise within human Service agencies in a variety of
ways. In turn, libraries can provide human service:;gencies with information ser-

vices, enrichment’ for their programs, contact with their clients, etc.

v

Although there are numerous special service programs in other states from which

much can be learned, the historical development and structure,of California's

©

cooperative library systems are unique so that there are no out of state models

to be duplicated by SLS. Several states, such as Washington and I1linois, .
have regional library systems providing services to special client groups, but
the regional systems are not cooperative systems made up of independgnt libra-
ries. Indeed, the best examples of special service programs planned and pro-

vided by cooperative library systems are to be found in California; examples
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include the MCLS éervice Center for the Deaf and the 49/99 Service to the
Elderly. Reports of these prejects are listed in the bibliography. )
N T '

Special service programs for the underserved are a maJor obJect1ve of the
California Library Serv1ces Act Concern‘for the underserved under11es all ele-
ments of the Act. Nevertheless, the two sect1ons of the Act ‘that authorize special
serv1ce programs, for 1nd1v1dua1 11brar1es Educ.. Ccde Sectlon 1874% and\\\

¢ for the cooperative 11brarJ systems, Sectaon 18742 were not funded It may be
that the ava11ab111ty of Library Services and Construct1on Act funds 1ed to the

mistaken belief that adequate federal funds were available for spEC1a112ed services.
g

N

the variety of federal funding sources for serving spec1a1 c11eﬁt groups needs }

With the impending demise of LSCA, the State Legislature may recogn1ze the

need for state funding of these prOQrams The uncertain fﬁture o£ LSCA and

(e.g., older American Act, Title II, Social Security Act’ Title XX ) make 1t
difficu!'t to outline discrete responsibilities for federal, state;'and Tocal
funds. Some funds may be used only for demonstrat1on and start- up progect
fundiﬁg; others provide funds for on-going program efforts. The'optlons for
funding special services are varied. Since there currently is ng funding for

.

Specia] Services component of the California Library Serviceés Act, there have

been few relevant policies established by the California Library Services Board.

It is possible that a mix of state funds (library, social services, aging, etc.)

could be used to develop and maintain special service pirograms.
Local funds should benefit all elements of the community or service area
equally and should be used for on-going funding of library services and programs.

The extent to which these funds can be used, and how they can be used, will be left

[
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=" ’ up to local governments and agencies who are responsible for funding. It is

.

poss1b]e that new sources cf funding can be developed, such gs the grant made to
the Pen1nsu]a Library System by San Diego Federal 5411ngs that funded the system
bookmob1]e service to 1nst1tut1$%s and convélescent hosp1tals Whatever the
source, coordigﬁtion at system level is nelpful tc.make best use of funds, to

ensure optimum levels of service and to aveid unnecéssary duplication.

o
SERVICE SPECIFICATIONS

The ultimate goal for services to special ciient groups is their irtegra-
tion into a.pragram of service for the total community. For that reason, th

needs of special g]thts are integrateﬁ with the Service Specifibationsr Perfor-
. mance QEjettivest and Att;7;3tive Service Delivery Methods nfiotuer';rogram

sectigns of this report. Service Specifications that addréss participation by

members of/spec1a1 c11ent groups in the planning process are 1nc199ed in the

ﬂsectzon on-Citizen Involvement. C: 1t1ca1 to the success of that 1ntegrat1on .

i's the consideration of the needs of Ell people in the service area, both
library users and ndn-users, in planning and developing system level services.
Equally ctittca} issues are: ‘
- the need for reordering administrative priorities to favor'service
to the tota1 comunity over maintaining current lev 1s of service
" to traditioﬁal 1ibrary patrons
- the need fof appropriaté staff at local service outlets and the
need for tréining for all staff in communication skill. and
seng?tivity to special clients
- the need for a reliable means for assessing changing community needs.
There are in addition Service Specifications 0 achieve the integration

”~

of special client group services whenever overall system services are planned and

M

[
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evaluated:

1.

Special ctient needs and input are incorporéted into the planning,

development, and evaluation of system programs. ~

. Special client concerns and needs are assessed in systrmatic,

continuous }ashion.

Special clients receive library services in coordination with other

3.

) human services in the community. ’ ] _‘SD-

4. Special c11ents'rece1we serv1ces from user friendly staff that have
appropriate sk;]]s for identifying and responding to the1r spec1a1
needs. T / v CoY ,' . )

5. Spec%a] clients are made aware of library services available to them.

6. Architectural and spatial desigh factors are considered in o}der to
provide optimal access for all persons. . \ -

PERFORMANCE OBJECTIVES <

—_—

7

The following are performance ojbectives for the specifications above:

[}

% of system programs and services include service delivery

techniques specific to special client group needs

% of agencies, groups, and organizations de]iveringt§érv*ces to

special client groups in Orange County are contacted by Library or
system'representatives within montRs to identify ways: to /

cooperate in the_delivery of services.

-

(number) cooperative service delivery programs with agencies,

groups, organizations, etc. are operational by (date).

By (date), (number) of special clients receive library 'services

or information about library services through agencies, groups, and .
. ¥

organizations delivering human services in Orange County.

«
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- In random testing % of special clients report favorably bn library

stéff skiils and attitudes.

/ - % of public service staff are fluent in languages other than English.
< In random sample testing of special clients, % are able to describe

,/ at least _library programs or services. -

ALTERNATIVE SERVICE DELIVERY METHODS

-

Alternative serviéefaelivery‘methods offered here do not provide optians
for delivering services as do those of other sect%ons o% this report. They
offer instead methods that individual libraries or the Santiago Library
S}stem can use to overcome barriers to the fu11'deve1opment of services to
special client groups. Interviews.described many appropriate, innovative
L\ ) services and activities uhdertaken by individual system member libraries.
-\ Many of those could be extended to all libraries within the system. For some -
programs, system level operatibn would pravide economics of scale.
While many of these programs require minimal staff time and funds, their
‘iﬁuccessful development demands a solid foundation of client input, tommuh' y
supﬂor;, community organization, and staff training. The methods outlined
here address basic principals of library deve]opmen; and offer methods for ¢
building the requifed foundation for both library and system level programs.
Other methods for adhering to these basic principa]s';my be in effect in the
development of programs for mainstream library patrons, but interview data
indicated that they were not currently in place for special client group services.
The alternative service delivery methods offered may be used alone or in combina-

tipn. Discussion d% each method includes procedures, benefits, and constraints.

Service Development Method #1: Utilize Staff Liaison.

Build upon library staff memberships in appropriate community groups

and organizations to establish an informal liaison between them and the
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Santiago Library System or an individual library. Staff who have been a part
of an organization would be accepted easily by the community, whereas an out-

' sider would not. Many iibrary staff have voluntarily taken on such 1iaison
roles; with encouragement, others might also be willing to volunteer. The
advantages would be the estab]ishnenf of direct communication lines between
communicy groups, the elusive populations represented by the organizations, and
the library for keeping in‘touch with changino needs and for disseminating
information from the library to the community. A useful tool for both community

groups and library staffs would be a directory of specific staff‘skilis,

e.g., languages spoken, signing ability, memberships in appropriate drganizations.,

s

In addiEjon to the divect public service benefits, this method would enable
stagf at all levels and classifications to be involved in service planning.
‘However for the library to pronute volunteer liaison raises many issues for
which gniﬂelines would need to be developed. To.ask library staff to use théin

free time to furtheg library interests wodgd require an educational campaign
and intense recruitment program. Questicns could also-arise about administra-
. tive responsibility, the expenditure of funds, and the role of the staff
member as a representative of the library. _ 45 \
Service Development Method #2: ,Commonity Workshops .

Hold workshops for 1library staffs and for representatives of comﬁunity groups

and human service agencies in the county to identify ways to cooperate in .

service deiiver}iand to develop a cooperative plan of action for the coming

year. The benefits to all participants would be significant. A moeting of this

kind could dead to the development of a network of aEencies and organizations

that strengthen and support one another's programs,.services, and funding. A1l
(—

conferences require follow-up activities by all participat’

g agencies to estab-
\f —
1ish sustained relationships. For the library to benefit by the programs of the’
other agency, it would in turn have to provide services.and benefits to the
O agencies. NS

"y




Service Deve]opméﬂf Method #3: Contract Study.

gContract with private firm or consultant to conduct a study of human service

‘deYivery mechanisms in>the county and identify specific ways that individual
libraries and the Santiago Library System could use them. The advantage of
this method is that a new perspective would be provided. It‘ﬁs diff{cult‘for
persons familiar with the status quo to make conceptual leaps beyond it. The

use of an cutside consultant would make fewer demands upon staff time. Disadvan-

tages would be the need for funding to cover the costs of a consultant's fee
and inevitably, staff time to follow-up on the consultant's recommendations.

Service Development Method #4: Train Staff

Train library staff in appropriate service delivery, attitudes, and
communication skills. Oréanizé a staff deve]dBment program t> cshare the exper-
tise of current library staff with experience in serving special clients; this
might be based on the directory described on Method #1. The need for staff
training was a pervasive concern of interview subjects. Staff training cculd

"maké the most immediate and most noticeable improvement in the quality of
services available, not only for special client groups but also for all library

patrons. There may be difficulty, however, in identifying trainers with the

appropriate skills and background and in paying for their services. -

) Service Development Method #5: Racruitment

~
Launch a recruitment program-to attract appropriat? staff. A1l SLS member

libraries appear ito have an immediate pressing need foﬁ gppropriate skilled
staff. A recruitment program to atf;ggt medgg;;ﬂ;; target groups to the

- o~

library profession would bring substantial long term benefits to the library

\ profession. Such an effort could also help ngnge Crunty libraries to meet l
affirmative action gsidéﬁiqes. Disadvantayes are that few immediate benefits

would be realized by the 1ihyary >r jurisdiction making the recruiting effort.
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Frequent]ngsiig;jts and scholarship recipients, after training, will seek
employment in another library. Training of new recruits may also deiay the
delivery of services to clients. '

Service Development Method #6: Staff Exchange "

% -
. Q;re]op a system wide4§f:?7hﬂxchange program to share staf{f who have
specia

client service expertise. Not only would staff servihb‘special clients
benefit, but all participating staff would gain greater awareness of System
‘resources and develop increased ability to understand and meet special client
needs. They would also,hare awareness of the resources and service problems

of other 1ibraries.

Fhere are a few disad‘antages to this approach. There is the necessity

—y

for advance preparation and organization amdng participating libraries that

‘ would demand time of library administrators and staff. There could also be a
temporary loss in the quality of services ;e r;tated-staff learn unfamiliar
tasks and responsibilities.

Service Development Method #7: Public Awareness

Prepare and conduct a.library services education campaign through all
types of media in all Eppropriate languages, including information about
special service; provided by indivjdual 1ibra;:;§ and the Santiago Library
System. The study interviews revealed that even dedicated library supporters
and frequent library users were unaware of the system's role in providing ‘
J;Epprt,services or-its potential for improving the quality of direct services.

’ A potential resource for this approach would be the ayai]abi]ity of a '

pool of vo}unteefs in Friends of Libraries groups throughout the county. To

[N

date, Friends groups have not coordinated their activities across juri:dictional
[ \ ‘

lTines nor directed their attention to the sys tem. Coordination among Friends
groups, discussed in the settion on Community Involvement, could provide the

driving force behind an education campaign. There is the possibility, alsc,

]
N
2

Q ‘ (l '
~ X .
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-parent, they must still be recruited, trained and encouraged. Friends groups
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that much community support for an education campaign cou]d be contr1buted &

.

e.g. TV spots, d1str1but1on of information mazerlal/,by non 11brary agencies,
. / ¥
etc. ) s | .
- $ - 1
Disadvantages of such a campaign would be in the drain placed upon staff,

fiscal and volunteer resources. Although the potential for volunteers is ap-

might not perceive the benefits to "their" library. Much preliminary work .
by staff would be needesjto raise approrriate funds. The use of budgetcd funds

could be questioned. Following the campaign, sustained effort by both staff

and volunteers would be required tawho]d the gains made.

Service Development Method #8: Advocacy and Public Re.ations

Build a public relations and advocacy network using advocacy groups for

I ———

11brarres and special client groups, community serv1ce organ1zat1ons, and 11brary
staff. A speakers *ureau could be developed, including members of the client
group, members of library boards, members of Friends groups, and library staff.
The staff liaisors with commurity groups, and the coordinated Friends of

Library Grouﬁs, mentidned earlier, could form the basis fgr a network.

Advantages would be the same as for any other-pqplic relations effort. Benefits
would acrue to all participating members of the network and to the shared clients
they serve. A1l organizations would becoge awace.of the resources and services
of the other, all could share information and input from c]i:?}s into orgaqiza-
tional planning, new areas for cooperative efforts would be discovered, and all
would be in a position to provide support for the others as needed. The disadvan-

tages woula lie in the number of staff hours required for participation in a

speakers bureau. There would also be the need to recruit and train appropriate
rq/

persons to serve as speakers.
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COST FACTORS

Cost factors to be considered in examining the service development
methods include: ‘ " ? |
- Staff member training cogt (bof%‘trav:13§g§ts, fees, qu staff .time)

- Trgve] costs for volunteers and staff, and other cost% associated rj;

with vo]untQSIi;e (see also the section program outline on

enefits costs to assist in'setting up programs

volunteers, in section 8, Discretionary System Programs. )
- Staff salary and g

- Per diem costs for out-oftarea travel

- -

¥ .

-.  Consultant fees for professional research and evaluation,
\\3 Production costs for Public Relations Materials

- Miscellaneous costs such as registration for conferences dealing

with Special Client Groups, membership fees, etc.

/ -

(;')
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Table 7c¢

INDOCHINESE REFUGEE POPULATION
) As of September 30, 1979

< City* Vietnamese Laotian Cambodian . Jotal
Anaheim 1,236 86 22 1,344
Brea © 26 0 0 26
Buena Park 346 25 28, 399
Capistrano Beach ¢ 3l C 0 31
Corona Del Mar 2 0 0 2
Costa Mesa 1,204 18 12 1,234
Cypress 93 12 0 105
Dana Poiqf 2 0 0 2
East Irvine 0 0 0 0
E1 Toro 142 0 0 142
Fountain Valley 291 35 0 326
Fullerton 706 71 ¢ 17 794
Garden Grove 2,174 194 48 2,416
Huntington Beach 1,810 124 3 1,937
Irvine 202 0 5 207
" Laguna Beach 55 0 0 55
Laguna Hills (30) 0 0 (30)
Laguna Niguel 8 0 0 8
La Habra 96 3 2 101
La Palma (2) 0 (2) (4)
Los Alamitos 48 0 0 48
Mid#;y City 46 33 0 79
Mission Viejo 101 0 0 101
Mewport Beach 20 0 0 20
Orange 1,075 121 0 1,196
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Table 7c¢ (cont.)

INDOCHINESE REFUGEE POPULATION
" As of September 30, 1979 -

City* Vietnamese Laotian Cambodian Total
Placentia 187 15 0 202
San Clemente 103 15 0 118
San Juan Capistrano (101) 0 0 (101)
Santa Ana 4,039 956 73 5,068
Seal Beach 2 0 0 2
South Laguna 8 0 0 8
Stanton 139 0 0 139

. Tustin 294 - 8 307
Villa Park - 445 55 0 500
Westminster 1,563 124 0" 1,687
‘Yorba Linda 35 28 2 65

"TOTAL 16,529 1,920 220 18,669

*Note: Includes unincorporated area served by local postal zone
Note: Figures in parenthese indicate that the figure is not added into the
total, as it was already figured into one of the other categories.
Source: Lao Family Community, Inc., Santa Ana, California
State of California, Department of Finance Population Research

Unit, February 1980. . 2

o
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Spanish-Speaking, Library Journal, July 1978, pp. 1350-1355.

Green, Marilyn V., Intergenerational Proqramiﬁg‘in Libraries: A Manual,
South Bay Cooperative Library System, Santa.Clara, 1981.

Langston, Anthony J. and Schmitt, Sue A., Manual_for Accessibility: Conference,
Meeting and Lodging Facilities, Wisconsin Rehabilitation Association,
Menomonie WI, 1977.

Monrce, Margaret E. and Heim, Kathleen M., Emerging Patterns of Community
Service, Library Trends, Fall, 1979, Volume 28 No. 2.

Palmour, Vernon E., A Planning Process for Public Libraries, American Library
Association, Chicago, 1980.

/
Regnier, Victor, Planning for the Elderly, University of Southern Califernia
Press, 1979, Los Angeles, California.

Serra Cooperative Library System, Family and Social Issue Films, Serra Coopera-
tive Library System, San Diego, 1981. (Example of a service provided by
a system)

South Bay Cooperative Library System, A Workshop on Aging, South Bay Cooperative
Library System, Santa Clara, 1980. ( Packet of training/workshop materials)

United States Architectural and Transportation Barriers Complfance Board, A
Guidebook to: the Minimum Federal Guidelines and Requirements for Accessible

Design, G.P.0., Washington, D.C., 1981.

United States Architectural and Transportation Barriers Compliance Board,
"Minimum Guidelines and Requirements for Accessible Design: Amendment to
Final Rule and Notice of Proposed Rule Margins", Federal Register, Vol. 47
No. 18, Wednesday, January 27, 1982.

Wilson, Marlene, The Effective Management of Volunteer Programs, Volun-eer
Management Associates, Boulder, Colorado, 1976, Johnson Pub. Co.




CHRONOLOGICAL LISTING OF SYSTEM LEVEL LSCA SERVICE‘PROJECTS

Funding Year
1981/82

1981/82

S 198182
1981/82

. 1981/82

1981/82

—
1980/81-

1980/81
1979/80"
1977/78
1977}78
1975/76
1975/76
1975/76

1975/76

o

FOR SPECIAL CLIENT GROUPS

Project Name

Amerind

Asian Shared Information and
Acquisitions (ASIA)

Proyecto IDEAL

Library Qutreach

Library Services. to the Develop-
mentally Disabled Adult

\‘Cooperative Outreach Services for

Seniors and Visually Handicapped

Shared Chicano Resources

_ Rural Children's Library Services

Demonstration
San ﬁose Indian Center
Library Services to the Deaf
and Hearing Impaired

Resource Outreach to Seniors
R.E.A.D.
Library Service to Correctional

Institutions

Urban Bilingual/Bicultural
Project

Library Service to the Spanish
Speaking

1o

System

South State Cooperative
Library System

South. State Cooperative
Library System

North Bay Cooperat1ve L1brary
System

Monterey Bay Area Cooperat1ve
L1brary System

Metropo]1tan Cooperative
Library System

49-99 Cooperative L1brary
System .

Inland Library System

North State Cooperative
Library System

‘South Bay Cooperati%e Library

System

Metropolitan Cooperative
Library System

North Bay Cooperative Library
System

South Bay Cooperative Library
System

San Joaquin Valley Library
System

San Joaquin Valley Library
System

Peninsula Library System
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8. Discretionary System Services

~

. 4 AN
There are many possible system services not described in the

California Library Services Act. -Such services are completely optional to

SLS. The study reviewed possibilities for provision of direct services to

- &

member libraries or other agencies, and direct services to the public.

k]

Special additional considerations pertaining to direct services to special

_ client groups, are covered in section 7, Special Services.

) CURRENT LEVEL OF SERVICE

SLS has over the years provided a number of services beyond the scope of -

state funding programs. Some of them have been grant-funded. Examples in- -

__clude a school library  cooperation project (LSCA-funded) and a Heritage

Projecf (NEH-funded). Some activites have been supported by in-kind con-

tributions, such as the Focus Gfbups public relations programs or ;heﬂ,__

Summer Reading Programs for elementary-age boys and girls.

Commenté from SLS council members indicate that the more successful —

programs, both grant-funded and in-kind supported, have required extensive

member library staff effort. Some SLS members question if the results have

been worth that effort.

In other systems, similar program conditions exist. Generally, other

systems have found lasting benefit from discretionary system services, such

as the North State System's Rural Children's Library Services Project.

i,
L

It is clear that SLS needs carefully to weigh the likely costs --

_ especially the in-kind costs-- of-any optiena] programs, against the likely
community benefits to be gained. Table 8a provides a convenient way of initially .

assessing the likely benefits and costs of proposed programs.

b
cz
q'\
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SERVICE SPECIFICATIONS

These are specifications for deciding which‘programs might be pursued.
There are three minimum criteria which a program must meet if it is to be
successful: ) -

41. The program meets specific user or community needs. Un]éss gpecific,

user-focused need is clearly stated, it will be difficult to
develop appropriate user-oriented service objectives for the program.
2. The program is phi]osoph%cal]y compatible with the system's stated
service goals. o
3. The program is of benefit to residents 6f more than one member
library jurisdiction or library service area.
There are, in addition, a number of desirable characteristics. The assumption

here is the more of them a possible program has, the greater its .chance of

success. These characteristics,not presented in any priority order, are:

-

1. The program is philosophically compatible with the individual service
goals of the member libraries and has the support of library
directors and\stéff. This significantly improves the chances that
a new program will be succéssfu]]y integrated with existing programs
and offered to users by staff at the greatest number of service
'points.

2. The program is not totally dependent on outside funds, but can be
conducted at some level even if grants "dry up".

3. The program will have high visibility to potential users: library
and information services are kept in the public eye.

4. The program is possible at low cost. The amount of "rick capital"

now available to public libraries is limited. If the system wishes

@ =
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to pursue a high-pricéd program, benefits to users must be
bspecially carefully documentgq and evaluated.
The program will result in greater use of Tibrary services and
library materials.
The progf&m is timely. It is built around a current "hot topic"

f

i'f possible, so that persons concerned about matters on the front

pages or the evening news can find something happening at the

library that helps them with those concerns. -

The program is possible on a pilot basis. For those, if the program works
we]]_when tried in one or two iocations, it shou]d'then be possible ’
to expand it to providg/jtszﬁenefits to all system-area }esidents

iq the target group(s) concerned.

PERFORMANCE OBJECTIVES

S

Ways of measuring the potential succesé of a particular program are
described in the following performance objective§:
1. % of the program goals and objectives speak directly to identified
information needs of area residents. ‘
_____% of the program goals and objectives are clearly lTinked to the
system's stated service goals, as documented in the system plan of

service.

- -

.. The program's target population(s) reside in of the 10
Santiago Library jurisdictions.
The‘progrﬁm has the active support and involvement of of the

10 Santiago administrative council members.

% of the program budget comes from in-system resources,

including in-kind contributions.
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6. Information about the program will reach % of residents in the

target service area.
7. Costs for mounting the program and providing the service do not
- {
) “

exceed $ per resident served. -

8. Library‘ciréh]ation in the target service area increases by %

‘ after the program is established. }

9. Walk-in use of.libraries in the target service area increases by
____ % after the program is established.

10. _T__% of the program goals and objectives relate directly to.
political, social, econohic; or cultural issues of current

~interest and concérn to the community. ’ r T

ALTERNATIVE SERVICES

1. standardized procedures

»

There is one discretionary activity which relates to both CLSA-funded

programs, and all other system programs: That is standardized procedures.

M
»

It is discussed separately he}e.

Ideally, for a given service or program, the peopie in the Santiago area
should be given the same information and treatment about e.g. interlibrary
loan or universal borrowing, regardless of which library or library branch
they visit. Each library's staff members should process system requests so
that each request has an equal chance of being taken care of properly. This
jdeal can be rea]izéd only through standardized procedurgs.

Some of the sections of the study point out the desirability of standard-
ized procédures, within the section (e.g., the desirability of uniform loan .
periods within the Ccoperative Lending section). That possibi]ity‘can‘be
extended to every systemwide activity.

There is no requirement that standardized procedures be developed. It

\ 1y
Q [V




is truly a discretionary program. The greatest obstacle is finding agreement
among ten local libraries. Each must be willing to give up a Tittle local
autonomy. Of course, the beneficiary of standardized procedures will be the
users and staffs of each library, who will have predictable service.

A program outline (Table 8a) supplies information necessary for begin-
ning an analysis of each additional program's costs and benefits. A summary
of the discretionary services which have been outlined as part of this study
appears in Table 8b. Separate outlines for each program conclude this_section.
‘ Based on a couparison of these potential programs with the specifications and
performance objectives subbesgid above, the Santiago System may identify one
or more programs it wishes to pursue.

Note that expansions/variations on each program are included in the
"additional comments" section at the end of each program outline. Discretiqn-
ary programs currently provided by SLS, such as local history indexing, are
not included.

"~ .
2. other discretionary services

In addition to the program outlines in the study, information on a variety

of program subject areas is available in John S. Robotham, Library Programs;

_how to select, plan, and produce them, Scarecrow Press 1976. A useful biblio-

graphy appears on pages 282-288.

Examples of items covered in detail in the book are: talks (i.e. panels,
symposiums, individual speakers, dialogues, interviews), instruction (i.e. clas-
ses, demonstrations, orientations, tours), performing arts activities and other

programs (labelled "special events").

L]
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| ‘ Table 8.a. ., . 8-6
DISCRETIONARY SYSTEM SERVICES .

Program Outline Form

e

Program Name SLS Idea?
Suggested Source of § ‘
Alternative Source of §
Delivery System/Svs Outlets ‘ <

¥y

Whor Served °

Management Required
Staff Required X
Technical Assistance Available

Training Required

Start-up Time Required-
"Publicity Required

Costs:Direct - v
Costs:Indirect
Space Required

Equipment Required
Constraints

Advisory Input Required

Other Agencies Involved
Evaluation Methods “

Additional Comments




v S “;.\ @ - 8’8
A DISCRETIONARY SYSTEM SERVICES v
. _ Program Outline '
rP’rogi'an'n Name Audiovisual Equipmént Loan SLS Idea?

Suggestéd Source of $§ Member library budgets oo~

Alternatwe Source of $ 1) Local equupment dealers as gifits, 2) User fee based

De11very System/Svs Outlets Each part1c1pat1ng system-member library

5 2
Lo U -

Whom Se’rv,é'd Service area wide: especially appropriate for non-readers

Management Required Routine circulation staffing

Staff: Requlred Regular circulation or AV staff only ~

Technicil Assistance Available State L1brary consultant or local AV equmment dea]e'

1e Photo & Sound, Aud1o Grapmcs, Instant Rep]ay, etc. ) '

Tralnmg Requlred Basic operation of equipment should be given to all staff involved

. in 1odn procédure- 311 staff if possible .

Startw up Time .Required =~ 90 days - : 'c

pubhcuy»gequued Routine system-]eve] public ‘relations such as brochure or signs in

e

each hbrary L .

Costs Direct $800 per MP projector, $600 per VC player, $500 per VD plaver (average)

Costs: Indlrect Repa1r and ma1ntenance and some time for circ. staffing :

Space Requn'ed Locked closet or smaH room would suffice.

¢ -

Equipment Requlredwmm MP proaector, "video cassette & videodisc only is recommended.

Constraints Repa1r contracts sou]d be sought or maitenance funds reserved by each

individual 11brary If program is fee-based a separate account should be estahlished

. 4

Advisory Input Required SAB should be consulted.

~

Other Agencies Invblwfec_l K-12 schools, colleges.-

Evaluation Mqthod; Circulation statistics, questionnaire to each borrower, effects

on software loans. Number of new patrons in the library.

-

Additional Comments Loan rules shofﬂ'd be the same in all SLS libraries. Multiple

cop1es of operatwn manuals would be needed. Equipment could also be used in-house for

pr;ogrammJng ie childrens' room, YA work meeting rooms. While SLS libraries can offer

some level of service, a hand-out 1ist ‘of_commercial rental stores ‘should be maintained

as well. If SLS elects not to offer this seryice such a 1ist should be compiled and

‘made available as an alternative.
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DISCRETIONARY SYSTEM SERVICES

Program Outline

Program Name Business Reference Service SLS Idea? YES

Suggested Source of $§ cost-share between users and library

Alternative Source of $ Vary amount of user share

Delivery System/Svs Outlets in-library or direct delivery of materials to users;

in-library or telephone intake.
Whom Served Business/Industrial community

Management Required 1 FTE (able to do hard cost analysis and heavy-duty PR)
Staff Required 1 FTE Ref. Libn {incl. subst11:'l{rt}e)a backup) plus T FTt cTerk {go-fer

*_phone answeri
+

Technical Assistance Available State'Librar_y (former Service to Industry); Alamed§

Co. Bus. & Govt.; cost-sharing public libraries {e.g. Minneapolis PL)
Training Required Extensive, Ref. Libn, has to be fluent in selected on-line data’/an

printed soyrces, g]us $-3 gct. of time/yr. to maintain currency.Must be~comfortable in
spending client’s money tor effective searches, :

Start-up Time Required 9 mos. (develop policy, explore market, train_staff)
Publicity Required Extensive and continuing, speaking and demonstrating services to

S

aroups and individuals, with eventual word-of-mouth help.
C J ,000 for terminal; and Brmter; maintenance contact (assumeé incremental
osts:Direct_cedrching costs are paid by userd): $250/vr. training. )

Costs:Indirect $500/yr. publicity materials

Sgac_e Required Highly visible nublic work station, plus 350 sq. ft. office. Work .
station should haVe €.7.7gTass wall to allow clients some privacy and avoid distraction (

by casual gbservers, 7 £ 1T T5h <
. . n line terminal; dedicated phone for messages plus recording decks;
Equipment Required_optigpal messenaer vehicie; mav need specia co? ections ?p g seled

C-

. . ] ] ] ] tive deposftor
Constraints Policy issue of cost-sharing; need to wait for business to 0 y)
to keep Reference Librarian busy -

Advisory Input Required Business and manufacturing reps.; economically disadvantageg

re: sensitivity of cost-sharing
Other Agencies Involved
Evaluation Methods Repeat business; user group awareness of service: support of user

groups at budget time

Additional Comments 1. As to rationale, see e.g., Arthur D. Little study of Los Angeéles
Public Library, November 10, 1981, p. IV-4.
2. Could add a Selective Dissemination of Information Svc. (SDI), on an incremental cost

basis using e.q. DIALOG or indigenous staff,

3. Traffic could result in ILL requests that reguire rapid access to specialized verifica-
tion tools.

charging incremental ve termi disp
cover g.g.,moq y billing discrepancies. Sample periodically to verify amount needeé
above termina ‘ISE ay. . ‘
© issume mEMbersnip covered by 11DTaTy,.

ERICiuse_of its business data bases.) LU




DISCRETIONARY SYSTEM SERVICES

Program Qutline

“ nn

l'l

Program Name Central processing, acquisitions, cata]og-sts Idea? Yes

Suggested Source of § Pooled funds of Centers members, some from CLSA database input

Alternative Source of $§ None likely

Dzlivery System/Svs QOutlets

Whom Served Center members
Management Required 1 FTE of experienced librarian

Staff Required 10-20 FTE (for SLS) -
Technical Assistznce—Available State Library, Black Gold, North Bay, Baker and

Taylor 2

Training Required Typical technical services training

Start-up Time Required  1-2 years
Publicity Required

Costs:Direct $300,000 - $500,000 per year
Costs:Indirect Adm1n1strat1 ve overhead (est. at 30 pct: $100,000 - $150,000)
Space Required 2, 500 - 3,000 sq. ft. -’

©

Equipment Reguired Depends on method of card production )
Constraints Few processing centers nowadays can compete with commercial processing
¢ services jobbers. Usually have problems with-delays and quality control-

-~

Advisory Input Required _ library staffs
{

Other Agencies Involved
Evaluation Methods time and cost per title

Additional Corments




’ B DISCRETIONARY SYSTEM SERVICES 8-11

Program Outline

Program Name_ Centralized storage facility SLS 1dea?YES

Suggested Source of $§_ storing libraries' contributions

Alternative Source of $§ none

Delivery Sys'tem/Svs Outlets through borrowing library or thirough mail B -

¢

Whom Served requestors of titles ' f

Management Required .1 - 1 FTE ‘

Staff Required set-up facility: 3 FTE; operate: 1-3 FTE. Libraries' staff'incl. in codts

Technical As;;istance Available Don Thompson, Office of Vice-President, Library
Plan -and Policies, University of California, Berkeley 94720

Y
L4
PO

Training Required minimal

adadjtion to tindin adying site, ¢ tor annin
Start-up Time Required and gol;ccy developmen cou S { concurrent % %h sxtp 9

Publicity Required minimal

Costs:Direct  $4.55 est./vol. stored, plus 10¢/yr maintenance. Facility-not incl.
Costs:Indirect s
Space Requu‘eﬁ‘ facility of 5-20,000 sq. ft; or use of proposed University of Californja

Southern ’Reqwna] Storage Facility 2
Equ1pment Required high-density shelving at storage site, plus record files

Constraints Resistance of librarians to (1) letting go of “ihei'r" books, and (2)
acceptance of ‘real world costs involved in remote storage.

Advisory Input Required tech. processing staff; reference and circulation staff.

Other Agencies Involved possibly UC Facility's planning committee
Evaluation Methods avoidance of new equipment and construction for member libraries;
avoidance of stack shifts because of crowded shelves; time required to fill requests

I

for materials in storage vs. ILL experience.

[

Additional Comments 1. Consider weeding as alternative

2. Factors in cost/Vol.: , Cost per vol.
L Be]ectwn of materials, and professional review of them: $1.70
kina_and removal from library: .50
Transportation to storage: r .10
> Putting away at storage: . 25
Change records at owmng library (assume one file only) 1.00
Create records at storage (assume OCLC or RLIN available)  1.00

~ $4.55/vol.

Assume per-circ. costs covered by CLSA ILL reimbursement.
L)
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DISCRETIONARY SYSTEM SERVICES

Program Qutline

&>

’ ‘rProgram Name ° Cooperative Collection Development SL5 Idea? No

Suggested Source of §_ in-kind

‘Alternative ‘Source of §
Delivery System/Svs Outlets

Whom Served SLS meﬁber libraries, possible other libraries in area

Management Required Committee of SLS assistant directors

Staff Required Member library subject specialists (in-kind), plus wr1t1nq up of procemres

. . and Tistsf.
Technical Assistance Available  Any large public library with
central library, subject departments, and branch ordering at review meetings.
Training Required make local materials selectors aware of program
Start-up Time Required three months - .

* ¢

Publicity Required

Costs:Direct possible savings or redirection of part of library materials budgets
Costs:Indirect $25,000 (.5 FTE librarian, .5 FTE clerk-typist)

Space Required

Equipment Required

Constraints

Advisory Input Required Service desk librarians

P

Other Ag enc1es Involved Other 11brar1es and collections in area, that have subject
Evaluaticn _Methods Momtor referral to others':collections, and strengths
use by others' residents -

.Additional Comments 1. Feasible in geographically compact area (for meetings, user
travel) ' :
2. Could provide rotating topical collections to member libraries, schools, etc.

3. Could add review/approval center for new titles (both general and special) -
knowledge that the Library expects to buy may help others avoid duplicating.
4, Eyaluate.potential impact of local automated circulation systems (that may be able
to provide on-line location information}, RLIN (with ability to manipulate by class

no. and supject headings), etc.




DISCRETIONARY SYSTEM SERVICES

Program Outline
!

-

‘rProgram Name  Directories ' ' SLS 1dea?Yes

Suggested Source of $ grant (for development), subscription (for product distribution

nati and ongo
Alternative Source of $ ngoing)

Delivery System/Svs Outlets Print: any library, agency, or purchaser. On-line:

any terminal wi.th modem.

whom Served agencies and people

Management Required_ .5 FIE

Staff Required 3 FTE

Technical Assistance Available Fresno MISN staff (John Jewell, John Kallenberg)

Training Required  extensive

Start-up Time Required 6 months - 1 year
Publicity Required’ " extensive '

Costs:Direct File creation and maintenance: $35,000; On-line access: $35,000; Print

Costs:Indirect s production and distribution: $33,000.

Space Required offices

Equipment Required Mini or mainframe computer, and input and readout devices

{ Constraints Lead time required to develop and debug the program requires patience
on the part of all concerned. L ’

~

Advisorﬁ' Input Required users

-
e~

Other Agencies Involved any listed in the directory_

Evaluation Methods number and accuracy of uses and referrals from the directory

]

Additional Comments Based on Fresno MISN documentation for 1981/82, Inc]uding\

1300-1700 records, each with-3-20 terms indexed. The model is from an I&R file. Any

other directory of similar size and scope would have similar costs. Creation of

directories other than by use of computer technology is”sel f-defeating. A very simple

directory, using a microcomputer with mailing 1ist software is much cheaper, béit far‘:

‘

more restricted as to ways to manipulate the data. ¢, .,

"'-L\_;
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DISCRETIONARY SYSTEM SERVICES

Program Outline

rProgram Nane Discussion Groups ‘ SLS Idea? No
Suggested Source of .§_ Participant fees C o
Alternative Source of § : .
Delivery System/Svs Outlets - In library

Whomn Served General public or special target group

-

Management Required  #FTE varies

Staff Required 9FTE varies

Technical Assistance Avallable State Library files, various libraries depending

upon topic; agencies like CA Council for the Humanities, Robotham book*

Training Required _ Minimal, if any

“I'Start-up Time Required_1-6 months planning depending upon type of program

Publicity Required Fiyers, news relaeases, public service announcements.

Costs:Direct Materials discussed $10 per participant. Speaker fee if needed

Costs: Indirect® Room space, staff coordination time ;

Space Required  Separate meeti ng room

I3

Equipment Required Overhead projector; easel and newsprint

Constralnts Could require extensive planning and coordmatmn time to

re]atue]LsmaH audience, Certain topics could seem cantroyerma] ..and censorship

issues_could surface,

Advisory Input Requlred C1t1zen group to plan and pub11c1ze Drograms

Other‘Agencies Involved Any appropriate subject-related groups

| Evaluation Me_thOdS' Participant feedback

Additional Comﬁents *Robotham, John S. and La Fleur, Lyd1a Library Proqrams

How to Select, Plan and Produce Them. Scarecrow Press 1976.

¥
i
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DISCRETIONARY SYSTEM SERVICES
Program Outline

I\’rogram Name - Exhibit Program SLS Idea?  No

Suggested Source of $ Local business or organizations, cultural groups

Alternative Source of § none -

Delivery System/Svs Outlets  Member libraries

Whom Served General public ,
Management Required_ Sypervision of unpacking, handling, fire precaustin%s. ete
Staff Required _ Someone to coordinate *

Technical Assistance Available €.9. Library of Congress Traveling Exhibitions

Generation to Generation 51 black and white photos

Training Required N.A.

Start-up Time Required Lday planning 6 months prior

Publicity Required News releases, public service announcements, flyers and/or
posters

Costs:Direct Rental fee for 4 weeks -3500 postage and printing $

Costs:Indirect

"Space Required -85 running feet of wall space

A

Equipment. Required N.A.

Constraints Note-rental fee includes insurance

%

Advisory Input Required Citizen's group including art organization representatives

to select and publicize exhibits also help raise fimds to support program

Other Agencies Invoived Could be co-sponsored e.g. senior citizen group

Evaluation Methods Audience response
) %

"Additional Comments In addition to artworks exhibits, hobby groups could .exhibit

-

members collections/crafts.
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DISCRE TIONARY- SYSTEM SERVICES

Program Outline

Program Name Grants assistance SLS Idea? Yes

Suggested Source of §  Member 1ibrary contributions or share with other zgencies

Alternative Source of $ Local government funding

Delivery System/Svs Outlets _ Member libraries

K

¥hom Served Member 1ibrary directors and staff

Management Required Planning time - N

Staff Required  1FTE development specialist \

Technical Assistance Available Grantsmanship Center, Center for Nonprofit Managemen

State Library : o

Training Requirzd  Existing staff could be trained - 5 day course by Grantsmanship
Center - : ' ’
?s%nups epepr“%g#ired 3 months to hire new person; 2 months to train and acclimate

Pub11c1ty Requlred NA

To hwre experienced person 325,000 annual Salary + benefits andﬁrave]
Costs: Du'eCt supplies 'rgfa g p 009 3255 y

Costs: Indlrect Office space, supphes, phone, equipment transportatwn

Space Requlred 0ffice space--

Equipment Requlred 0ffice equipment

Constraints Once grant received time and resources needed to administer it and

-plan for future. ' ) .

Advisory Input Required Library and citizen involvement in identifying projects

LUU1G J(ﬂntl ﬂTTe with other local aqenc1es g.4. Parks amd—
Other Agencies Involved Recreation, Aqing agencies, education agencies.

Evaluation Methods R°sources 1dent1f1ed, sought and obtained LN

»

4

Additional Comments Person would write grants, prowide technical assistance to

library staff and do training programs for staff and community.

S
Q@

P
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DISCRETIONARY SYSTEM SERVICES

. Program Outline

8-17

r
 Program Name -  Legislative iinformation SLS Idea? Yes

Suggested Source of $§ members' budgets

Alternative Source of §

Delivery System/Svs Outri'e;ts office or home telenhone

Whom Served people

{anagement Required .l FIE

Staff Required ° .25 FTE Reference Librarian

Technical Assistance Available County Law Library

Training Required moderate (because of limited data bases)

Start-up Time Required - 2 months

Publicity Required

Costs:Direct purchase of terminal, modem, printer; plus $4,000/year operating

| .Costs :Indirect negligible

Space Required office

Equipment Required terminal, modem, printer, bhone, desk

Constraints

- 1

Advisory Input Required prospective users: local government, industry, lawyers,

special-interest groups, media

Other Agencies Involved  legislators' Tocal offices

Evaluation Methods sample based on foilow-up methodology in Colin Mick report on

Minority Information Services Network.

T

Additional Comments gg bably f‘aster and cheaper to contract with Orange or Los

plus $500/year toll and on-line charges.

Angeles County Law Library. Probably would cost $2,000/year staff and local calls,

et

e

[ X
-
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DISCRETIONARY SYSTEM SERVICES

Program Outline

Program Name Lending atypical materials‘gég&ggg_’_tofrgts I1dea? No
Suggested Source of $_Local business of ordanization

Alternative Source of $

Delivery System/Svs Outlets_-  Member Tibraries

Whom Served General public

Management Required Routine

Staff Required *FIE to design Toan procedures and publicity

Technical Assistance Available Berkeley'PL lends tools

R <

Lo

Training Required If patron needs help in using materials, staff would need training

too (e.g. mechanical devices). Volunteers could assist.

Start-up Time Required Time to acquire new materials and design Toan procedures.

Publicity Required Flyers, news releases, public service materials

Costs:Direct Anywhere from $100-55000 depending upon types of materials

Costs:Indirect

Space Required Varies depending on materials

Equipment Required Appropriate storage for unusual sizes/shapes.
Constraints Mav need new security methods, ‘

Advisory Input Required Citizen's group to plan, publicize and solicit donations

¥

Other Agencies Involved Could cooperate with other local agencies

Evaluation Methods Keep track of usage and user feedback

Additional Comments

| T8

-
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! DISCRETIONARY SYSTEM SERVICES

Program Qutline .
; ‘

rprogr*am Name’i Local/regional union lists SLS Idea? yeg

Suggested $6urce of $ local technical services/interlibrary loan support budgets

Alternative Source of $ grant funds

Delivery System/Svs Outlets}

h’homv Served Library staffs assisting users not able to fill needs from immediately-avai]

Management Required  at least .25 FTE colfectton.

Staff Required * .5 - 1.0 FTE'for SLS

Technical Assistance Available State Library, CLASS, UCI, book catalog vendqfs,
special consultants ‘

Training Required Mostly data input.- Some data processing knowledge valuable (and
necessary for project manager) .

Start-up Time Required 1 year

Publicity Required little, unless patrons will be directly using the lists |

. ) . . . . *
Costs:Direct $7,000 - $10,000/year processing and printing, plus input time costs.

Costs:Indirect in-kind staff, plus "hidden" costs of authority control

Space Required appr. 500 sq. ft. for 1-1.25 FTE plus papers and materials

Equipment Required IBM Selectrics (2), or key data input device.

.Constraints Need contract with book catalog production agency. Need entry authority

-,
q-control,

¥

Advisory Input Required Technical input from library serials staff. User input.

Other Agencies Involved

Evaluation Methods Hit rates, user satisfaction,

4

Additional C\omments *

o

[
N
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DISCRETIONARY SYSTEM SERVICES
Program Outline

Ay .

e

Program Name Microcomputer Equipment Loan or in-house SLS I1dea?
TSETJ/ TTC
Suggested Source o 3 Fee-based leased equipment (coin-op possible)

Alternative Source of $1. Local funds 2. Demo fund by local dealers

Délivery System/Svs Outlets Ore or two locations during first vear

Whom Served Current retail saTe%?ndicate there would be quite a variety and in all aged.
Management Requlred Moderate due to new aspects of such a service

Staff Requ1red Constant superv1s1on would be required but not dedicated staff.
Technical Assistance Available State L1brary and local computer stores.

‘*\

v

Training Required Extensive, but possibly free if done in conjunction with a local
computer store. . °

Start-up Time Required 6 months*minimum
Publicity Required Extensive at first, probably little after service became known

g *

Costs:Direct $5,900-10,000 per station if bought outright less fees and c¢nanges

Costs:Indirect Staffing and repair as well as some software at $2,0C0 per station
Space Required 100 sq. ft. minimum per station plus special furniture. Furniture
costs included in $10,000 cost estimate given above.

Equipment Required Varies widely butv easity determined by equipment selection.
Constraints A1l equipment is subject to down-time. If you promise service .care would

need to be taken to insure that equipment was well maintained and scheduled so ihat

everyone would get a chance to use equipment on an_equitable manner.

Advisory Input Required S'ystem Advisory Board should be consul ted
LV

P ‘ ) . N :
Other Agencies Involved K-12 schools, colleges, computer clubs, etc.
Evaluation Methods Would probabiy have to be devéloped locally in this case, however,

California State Library could help in FY 82/83.

*  — — — ———y

~—

Additional Comments There are many reasons to acquire microcomputing equipment for

public use. However, the greatest benefit could well be in-house staff use of the
equipment when public is not using it. Management analysis programs are available with

pubh‘c 1ibrary applications.
There are several companies that have "package pm_s"_tp_r_p_uh]_]_g_l_l_bmx;y_an.d_sﬂmnl_n.m__
grams such as this. They should be carefullv explored beforg going it alone.
| Software can be loaned in a manner similar to loaning any aud1o visual software. Copyriah

3 ¥

[KC -estrictions should be kept im mind. Ly

Aruitoxt provided by Eic:




DISCRETIONARY SYSTEM SERVICES
Program Outline !

Program Name SLS p.r. committee program SLS Idea?
Suggested Source of $ Member library contributions b

Alternative Source of § Cooperation with other government agencies

Delivery System/Svs Outlets Member libraries

Whon Sei'ved Member Hbrary directors and staff ";i%'

.r S
a._\f

Management Requu‘ed Planning time

Staff Required Range from %FTE from each library to qu time coordinator

Technical Assistance Avaxlable Build on existing Santiago P.R. committee activities

Center for Nonprofiti Manage.ent; book by Rita Kohn*; use of Upited Way expertise if avail.

Training Required Ranges from minimal if experienced person hired, to Significant affoy

if novices _ need training (Public Relations Society of American does training)

- - e —

Start-up Time Required 3 months to hire new person} 2 months” to expand existing comm.

Publicity Required iihouse member library communication essential through meetings

*or written items 1ike memos or newsletters

Costs:Direct Varies from one FTE ($20,000) + materials and equipment to $50,000 total

Costs:Indirect Office space, supplies, phone, equipment, transportation -

Space Required Office space, space for new graphics equipment

Equipment Required Varies.Could get word processor, lettering machines, etc.

Constraints Requires regularized ongoing program to be effective

Advisor)j Input Required Library staff, citizens,¢fmedia representatives to plan

ways co communicate library message

Other Agencies Involved ESH‘r@a%%R?rerEOB%E%?" "‘Aq%‘jf’sagr‘,‘é%f&Sﬁﬁ‘éﬁga@enmes

Evaluation Methods Comments from 1ibrary staff and citizens on increased awareness of

programs and services by communities; increased attendance at specially publicized eventsi

g

Additional Comments *You Can Do It; a p.r. skills manual for Hbrﬂians

-

Scarecrow Press’:1981.

-

ts
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DISCRETIONARY SYSTEM SERVICES
Program Outline

Program Name_ Public relations workshops . SLS Idea?
Suggested Source of $__ Registration fee

Alternauve Source of $§ Friends sponsorsmp

Dehvery System/Svs Outlets In library

Whop; Served  Staff, community organizations, general public

Management Required N.A.

Staff Required  Librarian, clerk )

Tech;xical Assistance Available Center for Nonprofit Ménaéement, State Library
could suggest materials

Training Required None if experienced public relation people brought in

~

Start-up Time Required 2 days planning d4months prior to workshop
Publicity Required Flyers, news releases, public service announcements

Costs:Direct Printing, graphics, postage, refreshments @ $100 + speaker's fees
Costs:Indirect Room space- staff time.- ‘
Space Required Room seating 50-100

Equipment Required Overhead projector

Constraints None

Advisory Input Required Representatives of client groups to be invited

-~

othet A encies %nvolved Cooperate_with others who need to do the same type fp.r,
Q. ovérnment agencie Wm—ﬁmm—ﬁmﬁm‘w > > ‘
}Evaluanon Methods Arts Councils R

Part1c1pant feedback, 1ncrease in amount and impact of public re]atwns

}

Addit/i’.o‘nal Comments

7

/
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DISCRETIONARY SYSTEM SERVICES
o Program Outline | ’

i Program Name Training/staff development SLS Idea? Yes

Suggested Source of $ “library budgets

Alternative Source of §

Delivery System/Svsv Outlets on- or éff-site

Whom Served ~ libraries' staffs

Management Required SLS committee

Staff Required .5 (or more) coordinator (need not be librarian), plus contract trainers

Technical Assistance Available Materials from 4-year CIN staff developmént project

available at. State Library; project director Esta Lee Albright is in Monterey.

Training Required__ one month for coordinator

Start-up Time Required 6 months to do needs assessment, design prcﬁ;ram

I

Publicity Required

x

Costs:Direct Coordinator: $15,000; supplies: $5,000; contract trainers: $5,000

Costs:Indirect staff members' time in training .

Space Required available meeting rooms i

Equipment Required Normal meetings/classes aids

Constraints Difficulty of documenting improvements in service delivery (need to

convince staff supervisors, budget analysts)

Advisory Input Required  staff and users

-

Other Agencies Involved

Evaluation Methods Trainees' facility and consistency in performing learned skills
and behaviors. User feedback on improved/new services. j

Y

Additional Comments 1. Should focus training on the library's present and near- -
future program needs. '

2. Training requires regular, planned follow-up practice by trainees .if it is to last.

Coordinator a key role. Above is minimum, but higher quality program would require

1 FTE at $25,000 salary, plus some clerk-typist support.

Low~-level program could utilize member library staff members who have some

, g -
specialties.

1e3




DISCRETIONARY SYSTEM SERVICES
Program Outline

’
»

Program Name Volunteer Program for Youth & Adult Svs. SLS Idea?
Suggested Source of 3 Ew Tme stem pooled contr1but1ons,'local [ibrary

. nd_con mbu 10NS.
Alternative Source of § SYUBETRSF TUASIOG; SpEPERgEEbersmp veesy Tocar service

Delivery System/Svs Outlets A1l member libraries of Santidgo Library System

Whom Served Children, elderly & shut-ins in outreach programs
Management Required 8v1sor_y fommittee of Librarians (4-5 members 3

Staff Requu'ed ETE Coordmgt?{ 3&33 unteers,morga%térgghaqu%t vo1unteers in each 1ib.}

yound a Leers or

Technical Assistance Available 4 VAC centers in Orange Co. {(Voluntary Action
E?nters ﬁAugngc libraries with SucC833Tul programs (See E%Eac‘ned T15T]; STate CIorary |

earin or materials.
. Training Required Orientation programs for volunteers in each local library.

Start-up Time Required  Approximately 2 months

Publicity Required Area-wide media publicity; recruiting in jr. high and senior

high schools, and in Voluntary Action Centers

2

Costs Direct $10,000 for LFTE Coordinator of Volunteers

1rect§1 000 telephone, trave] costs, city op county 1 1jability insurance, cost

ma er'laqs Supg-r by TU\.ul T3 Uupl teation—costs oy system;
Sp

Space Require ace for desk, chair, typewriter, file cabinet, and telephone
- for Coordinator ’

Equipment Required  Routine office furnishings

Constraints Careful scheduhng needed so Coordinator visits & assists each library.

Advisory committee respons1b1e for suggesting programs (system-wide, or local); for

full orientation of Coordinator; and for evaluative review of whole program.

Advisory Input Required_ VACs, System Council, System Advisory Board

SChop1S SU Tng.student_volunteers; local Service clubs
Other Agencies Involved_supplying IFT)Ig ‘yr g]s or volunteers.

. *

Evaluation Methods 1. Accomplishments. 2. Performance appraisals.

Written attendance records of volunteers - supplied by adult volunteers in each library

“for each young adult volunteer; Coordinator supplies records & app?aisa] of adult voluntedr.

=

Additional Comments This program requires someone to guide work of volunteers-, par-

ticularly young adult volunteers in each local library { to relieve local staff of finding

new tasks & supervising work of local vo1unteers")‘. Coordinator, as a paid employee, is

responsible for system-wide volunteer program: orientation, written policy statements &

handbook for volunteers, liaison between System Advisory Committee and adult volunteers,

program evaluation, and system and community recognition for each participating volunteer.

-

(See next page)

10 ;

-a.t..l’




-

8-25

4 Adult volunteers, located ‘in each local library, and each working 3-4 hours
weekly, in-turn are liaison between young adults and local library staff, do .
job assignments, keep attendan;e records, interview, sgpervise, and evaluate
§oung_adu1t work. Adult volunteers can be recruited from Voluntary Action

Centers.

oo oy
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YOLUNTARY ACTIQN CENTERS IN ORANGE COUNTY

o

Voluntary Action Center (located in south Orange County)
1440 East 1st ‘Street, Suite 402
Santa Ana, California 92701 ° Telephone: 714-953-5757

Mrs. Carol Stone, Director

A

Volunteer Bureau of North Orange County y e
2050 Youth Way ’
Fullerton, California 92635 Telephone: 714-526-3301

Ms. Carolann Thrasher, Executive Director

County of Orange - Director ‘of Vo]unteer Serv1ces
515 Sycamore . .
Santa Ana, California 92701 Te]ephone. 714-834-5238

Ms. Sharon Esterley, Director -

West Voluntary Action Center
8100 Garden Grove Blvds L
Garden Grove, California 92640 . Telephone: 714-898-0043

Mrs. Susanne Freeman, Di;éttor

-

GOVERNOR'S OFFICE FOR CITIZEN INITIATIVE AND VOLUNTARY ACTION (OCLVA)

1600 9th Street, Room 100 ’ )
Sacramento, California 95814 Te]ephone: 916-322-6061

Contact: Ms. Cecilia 0’Mara

PUBLIC LIBRARIES WITH VOLUNTEER PROGRAMS (examplies)

¢

§ac;3ménto City-County Library Headquarters
7000 Franklin Blvd., Suite 540
Sacramento, California 95823 Telephone: 91€-440-5926

Ms. Janet Larson (developed program)
Ms. Judy Eitzen (directing program currently)

4y
b o} @
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2. Coronado Public Library
640 Orange Ave.

Coronado, California 92118 Telephone:

~ Mel Cantor, Director

3. San Diego Public L%brary
820 E. Street, Mail Station 17

San-Diego, California 92101 Telephone:

Mrs. Judy Sherwood, Volunteer Coordinator

714-435-4180

714-236-7840

8-27- -
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.9, Administrative Services

-

If libraries are to cooperate effectivgly as a.system, certain administra-
- tive %érvices, functions or éctivities are necessary Eo support tﬁem in their
cooperative efforts. This section discusses tbese administrative functions
and suggests what agencies or pérsons are appropriate to provide the services.
The study team was to review the ways in which administrative services and
resources are provided to support Eystem programs, for example: |
- cﬁﬁmunications (member/staff newsletter, other publications)
‘-‘data collection and\organization, both program and administrative
- fiscé] services (budget. preparation and mbnitoring, receiht and dis-
bursement of‘funds, audits, payroll, claims)
‘- grants administration ‘
- legal services
- personnel (recruitment, salary, benefits, Affirmai%ye Action)
. property, equipment and supplies (procurement, maintenance, inventory)
In response to thi's charée, an Administrative Functions Matrix (Table 9a )

displays 48 separate administrative functions appropriate to cooperative library

systems. These are grouped into seven major categories: ) -

Planning "and Budgeting

Coordinating C o RN

Directing

Communications

Fundraising

Accounting

Auditing

Arrayed with the functions are the possible service providers, capable in
varying degrees of accomplishing the functions.
Q * . -
() f.‘)
y X ~ D)
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Completing the matrix is‘a rating of how well each\service'provider is
. iy

iike]y to be successful in undertaking,tne function. Ratings are indicated .
by letters in the intersecting box between the functions and the‘service\
providers. A letter "A" indicates a "good 1ikelihood of success;" a letter
"B“‘a “probable 1ikelihood of success;" and-a letter “C" a "small likelihood
of success."

These subJective ratings ‘are based on the research and experience of a
number of State Library staff who have worked extensively with cooperative
library systems. Although all administrative functions are the. ultimate

o, ,,

responsibility of the System Administrative Council the service providers

are rated from the standpoint of who might best do the function, as de]egated

-

by the Council. These ratings .do not'relate to individual potential service
providers in the Santiago area,\but are presented as general guidelines.

In appiying these ratings to the local Santiago situation, it is impor-v
tant to remember that the ability of any local individual company, or agency
may offset the "generic" strengths and weaknesses noted here. The ratings are
indicators rather than guarantees of success.

gg Use of the functions/pncviders matrix is the key to all discussion in

this chapter.
CURRENT/RECENT LEVEL OF SERVICE

-

Until recently, the administrative service prov1ders in Santiago have
been an Administrative Council, Standing and Special committees, and an
-~ - Executiye'Director (position now vacant) who reported and was accountable to
_the Administrative Council, and who was responsible for directing the operational
programs‘of the system.There was/is a fiscal agent (Orange County) who is ‘
_responsible for receiving/disbursing funds, proviéing for an annuai audit,
reporting on the status of system tunds, contracting with outside parties,

Q v 1 29 . o




aﬁd.purchasing. Personnel Administration was divided among the Administrs?iyé
Council, the Council's Personnel Committee, the Executive Director, and the Te
Orange County personnel department. S

Nhgn interviewed, Admihistrafive Counci} members identified the fo]]oﬁfng

problem areas:

.- there is no comprehensive administrative manual, providing clear

guidance to council member, system staff and'program planners and

14
J

participants
. lines of communication are unclear in a numbe:lof‘impoktant respects,

and there is sometimes frustration over not k66wing what is going on at

the system level

there were 'no clear written definitions of responsibility and account-
. dbi]ity of each 'of the administrative service providers (e.g., no clear

instructions on the reporting relationships among thg system staff,

. the Executive Director, and the Administrative Council) -

There is a high degree of commitment and willingness on the part of the
members of the Santiago.Adminis;rative Council to make a cooperative Hibrary
system successful in Orange County, for the benefit of all area residents.

These problems are in no way unique. It is to Santiago's credi; that the
problems have been recognized, and an organized and systematic approach for
resolving them has begun. The Santiago System's administrative appa;atus is
in a state of flux due to the lack of staff. At present, administrative func-"
tions are shared by members of the Council, with the majority being handled by
tﬁe system chair and the fiscal agent. The State Library did not attempt to
interview a]H of the potential administrative service providers in Orange

County, and has instead focused on basic functions (or services) needed for any
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system. Special care was ?aken not to assume any specific adminiitrative
org;nfzational structure, beyond the Administrative Council and System Advisory
Board required by CLSA. As elsewhere in the study, this discussion assumes that
Santiago will wish to remain eligible for CLSA participation while retaining the
greatest possible flexibility in designing pnlé?ﬁinistrative apparatus. Th;&
Santiago Administrative Council is in a perfec%“po%ition to se]ectffﬁs own "menu"
of services and then look at tﬂe poss{ble service providers and their ratings

Eo determine who should provide what in Santiago. The Council may in fact wish
to assign its an local g@tjngs fo help it make decisions, since the ratinés in

the Administrative Functions Matrix are derived from generclized principles and

are not localized to Santiago agencies and individuals.

. ADMINISTRATIVE SERVICE SPECIFICATIONS

Specific service specifications for each major element on the matrix are

~ listed here, with corresponding performance objectives in the section immediately

following.

Administrative Function #1:

Planning and Budgeting/Service Specifications
a. plan and budget must respond to documented service needs of end-user

cons tituency

*w=. b, plan and budget are realistic and within fiscal/political-constraints;

they hust recognize the need to conform to available resources

c. plan and budget are understandable by all participants in system
actiyjties (including funding/control agencies) and mu;t have ongoing
opgrationa] meaning/context (must be reviewed, updated) -

Administrative Function #2: . \

f ,

Coordination/Service Specifications

a. minimum duplication of costs, maximum exploitation of shared use of

~




¢
~

: ‘ individual special resources, enabling more effective di;ect service
programs. This leads to:
- ability to resﬁond to increasingly difficu]t'end-qser demands
- uniform (eqhi&éb]e)‘services
- more positive image of libraries -
- Yess confusion for end-users

b. resources in SLS area are identified in such a manner that they can be
cdbrdinated with similar ones in other systems, enab]iﬁgfactess to all
resources in the state under statewide coordination. (Resources means
an inf;rmqtion ﬁrovider, whether 1ibr$ry, specialized materia]s'section
%

of another public agency, or knowledgeable individual.)

c. innovations are shared and technology transferred

d.- adjust to changés in revenue levels unexpected contingencies, such as
natural disasters, servite changes in member libraries, changes -n
community information needs and changes in personnel

Administrative {unction #3:

Dinectfng/5e9vice Specification hd

a. all approved system programs move forward in a timely manner

Administrative Function #4:

Communications/Service Specifications
a. morale is good and an esprit de corps is evident
b. administrative communications are rdpid and within reasonable cost
c. end-users and non-users are aware of available services
d. all system participants are informed, so that they are able effectively

to represent the system

po]jijcaJWawareness_EndwsuppotL»i&ngngxgied .

!
1’0

f. library community and government agencies are informed, thus furtheving

and coordinating a statewide library program

‘. l - . - ‘ 130
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‘ Administrative Function #5:
} . Fundraising/Service Specifications

a. income must be positive in relation to outlay ratio
&

b. should result in money for enhancing system programs

-

§ -
Administrative Function #6:

Accounting/Service Spétifications
a. must be auditable
b. must tie to program plans and budgets in a timely manner

c. must be understandable to participants

~
-

d. must comply with réporting requfrements (both form and time/deadline)
of funding/control agencies ' < ¢

Administrative Function #7:

Auaiting/Service Specification
) ""a. should assist in management planning

Performance Objectives:

3

The following are suggested performance objectidés for the specifications

*
»

noted avbove. -
1. Planning and Budgeting

- % of service objectives respond to needs identified by end-users

% of budget estimates and program costs are linked to service out-
puts and products, (e.g., question-answering fill rate) rather than
organizationdl elements (e.g., staffing)

- % of budget proposals are accepted by funding or control agencies

9 of council members, staff and SAB members can explain/present
system Budéet issues to a lay audience using pﬁinted accounting reports

as guide

% of program changes are reflected in budget and p]aﬁning documents

within (days)




.

2.

w

. approved by governing bodies

Coordination .

(number) of new resources are made available to system participants

-
-

annually . , - -

‘(fumber) of resources are identified to be shared with system

‘participants .

»

(number) of resources outside system area are made available to

Santiago and other systems annudlly, after statewide coordination is in

place . . ) ’

____new methods identified for members, andg____% of these implemented

by at least ___:_ libraries ‘ . '
Directing

s ﬁroject mi]estgnes cqmp]e%ed within ___ days of projected

completion time

Communications .
staff turnoveg ra.e is less than % per year
absenteeism rate is less than % per year

% of‘participants are willing to represent and speak for system at -
conferences, meetings, etc. i
__ wof program participants can explain activities occuring'in system
___% of communication recipients receive communication with __ (time
period) forVS_____ .

¢ of users and non-users.are aware_of library services

(number) of programs and legislation favoring libraries are endorsed/

o 1 »
Fundraising

$  invested in fundraising achieves $ (equal or more). return

»
f




o

v

- (numﬁer“of) programs are expanded or improved by : % of their

——
LY

baseline budget -t - N

» -
-

6. Accounting

-

- % system financial records are retrievable within (time period)

program expenditures available at end of each (time period)

% of council members, staff and SAB members can explain/present

syscem budget‘iséhes to a lay audience using printed accounting reports .
v as a gdide
- reporting requirements-complied with within (time period) of

reporting period

Auditing

>~

provides % of fiscal information needed by participants for analyzing
activities performed.and planning for future implementation. (In con-
sidering a new communication systém/techno]ogy,“there should be audit
* trail informatioq‘avéi]able on actual cost trends over two or more years,
"so that useful cost comparisons can be made between continuation cf the
existing system and a proposed onz.)
ALTERNATIVE ADMIN&STRATIVE SERVICES DELIVERY METHODS_&§ERVICE PROVIDERS)

"Before selecting a particu]é} service delivery method, the SLS council
should first Qélidaté whfch functionsin the matrix must be performed. As a ~
CLSA-systém,,Santiago would §¥ve priority to those functions ‘listed on the
matr}x as required by CLSA. Other functions would depend on Santiago's need
to carry 6ut activ;ties in its long and short range plans. The council should
then review the suggested service providers on the‘matrix; and validate any

considered feasible. Again, it may want to modify the ratings to reflect local

conditions, keeping in mind that administrative service broviders should be

capable of responding to program needs beyond those of CLSA requirements. )
i

i B

Q ¢ (VR
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¢ ) o
Then, in order to meet the administrative services performance objectives “the

c .
_ system administrative council will need to determine which of the 48 activities

it will perform itself and which it will delegate to other administrative
service providers. To determine ‘which of the possible providers might best be

used for any of the functions, it is necessary to examine the relative strengths

.~

and weaknesses of each. These are discussed below.

1. System Counc1] s . -

The System Adm1n1strat1ve Council is the responsible policy-establishing
body for System programs and activities. Technically; the System Council is

~—

responsible for ail functions and conceivably could perform a]] of them as a

v v

-Council: Th1s 1s clearly not feas1b1e Thus , we have sorted the tasks among
the d1fferent units of the organ1zat1on and ranked them in terms of potent1a1
effectiveness of performance. For example, a few specific functions can he
undertaken only by the Council. These include adoption of long range and
annual‘plans.' Other functions may be effectively shared by the Council with
other organizational units of the System (e.g., representation of the System),
while some functions should clearly be delegated, due to the need for daiﬁ} )

involvement, or the routine nature of the task.

2. System Chairman:

The System Council could legally and etfectively delegate many of its
responsibilities to the System {hairman.

Advantages are that it is 1gss costly, and shortens the line of authority.

&

The chair also has a real stake in the issues, and has administrative experience.

A disadvantage i$ the availability of the chairperson to perform a great
number of the functions effectively, given that a Chairman by definition,
already has a full time job as Director of a member 1library.

Sinee the chetr generally rotates among participants, there could be wide

variation in adm1n1strat1ve expertise and style.

,r o
& -LJ" ?




3. Llegally Designated Fiscal Agent:

A third possible proyider for Planning and Budgeting functions is the e

public Tibrary of a 1ega11y designated fiscal agent jurisdictioni A major
strengtn in employing this agency is the close identity and support engendered

~ for the system by the legally designated fiscal -agent, which is a public library

- jurisdiction, for the public library is one of those departments the jurisdic- =
tion is accustomed to regarding“as an appropriate user of its services. There \
is normally a broad spectrum of services avai]ab]e'from this single resource,
although with_varying degrees of expertise, resulting in diminished time and

: effort expenditure in identifying sources of assistance Disruption of system

o~

cash flowis less disastérous, as the fiscal agent is: sometimes in a position ,

to carryAexpenses for a period of time from its own resources

One of the weaknesses is that services performed by the 1ega1]y de51gnated
fisdal agent may often be given lower priority by departments which are its
service providers, than appropriately meet the system needs. Bureaucratic
procedures which are a part of the jurisdiction's operation may impede efficient,
effective service to the system. Ser\kices may also be restricted if the juris-
diction must apply its’own regulations/level of operation to service or program B -

‘ . needs of its client, the system. Service and products provided may not be

-

tailored to system needs and specifications. - -

____If the.Joint Exercise of Powers Agreement names a fiscal agent that builds = =~ —
-in less flexibility for change should the system desire to change fiscal agents

than if no specific identification is made.

4. In-kind Contribution from a System Member

~

A fourth type of possible service provision for Planning and Budgeting is

e "In-kind contribution from a System megber".  When a participating library

contributes system services or functions to the operation of a System,.there
5




" is an immediate advantage to the System in that the contributing library

probably has the ﬁeeded background and knowledge about the System. In today's:

fiscal climate the in-kind contribution may be a very realistic way of doing

sgﬂg system programs where there is little hope of obtaining funds from-an :

outside agency. The service or function can often be accomplished with no

‘extra money budgeted by the participating library, but at the same time,

this is a weakness, in that the contributing member may over extend its

s

resources and/or cause resentment on the part of staff or unions. In-kind

contributions are difficult to measure in terms of dollar value, especially @

when an attempt is made to determine equitable in-kind contributions among -

» v

member libraries. Service performed may often-be given lower priority by

the contributing Tibrary than the strictly local services of the library. o o

By

Direct service to the public may suffer if the contribution is squeezed out of

existing resources. The contributed service may be difficult for the System

to monitor because of a natural reluctance on the partlof participating libraries

‘

to examine critically the internal operations of a colleague library. Member

libraries own restrictions may hamper or prohibit implementation of System

approved activities.‘ (A1so true: for fiscal agent.) The System cannot count

on the contribution continuing; it should not be considered a stable source of

A

support. ‘ .

5. Any Public Library Member Jurisaiction

Any‘memSer jurisdiction might conceivably contract with the System to
provide these services. The strengths and weaknesses of thisoadministrative
arrangement are similar to those of\coﬁtracting with any other service provider.

6. System Staff
System\staff can also certainly provide most of these services. They can

provide administrative and other services with direct accountability and .




.~

responsiveness to the administrative council, and they have no conflicting .

organizational demands on their availability for system work. Although this

- R

approach guarantees flexibility and availability of s%aff support in most
situations, it also reduces the flexibility of the system to alter programs.
There is also a greater rq]uctance to replace system staff who may not be
‘coﬁp]ete]y effective in thair pos%tions, rather than the relative ease of
changing the composition of a committee or changing contractors.

The advantage of freeing the council from routine operational matta}s;
and thus g1v1ng them more time to devote to de11berat1ng and formu]at1ng
po]1c1es, is a]so balanced: by the necess1ty to add personnel adm1n1strat1ve )
fuqqt1ons. Perhaps .one of the morex1mportant 1ong range con;1derat10ns is
the source of funding for system staff w1th the possible elimination of

—_—

LSCA support. .

7. Contract with Qutside Public Agency

Yet another way ta provide these services %s by contract with an outside
‘pub1ic agency, such as a community college or an adjacent Cooperative Library
System. The functional structure of a public agency allows for a broad range
of services to be accomodated within its framework. .

This approach would-allow for an identifiable sat of administrative services
that can be contracted for, freeing the)Administrative Council from routine
operationa] detail. Also, personnel within the outside public agency are ex-
perienced in the special needs of other pub]#c agencies, such as systems to a
realistic extent, especially if an adjacent Cooperative Library System is chosgn.
Many systéhs and other public agencies have established functional departments
or units that can beaaccomodated‘to Santiago's needs.

On balance, contracting can be complex and a monitoring function within the

System is necessary to coordinate the contracted services, which will be an

additional fask for the Council. Also, operations of administrative functions

\‘1 ‘ . ! ) lr,,)

Vo,




8. Committees

¢
I

mus t be accomdated tofthe outside ppb]ic agency procedures, rather than those

- that might be most practical for system opérations. The most immediate effect

would be that administrative control of certain functions may” be directed by
the outside public agency rather than SLS.

One specific alternative which would fall into°this category would be for
Santiago to contract with another cooperative system for administrative ser-
vices. .Santiago couid, for example, contract with the In]andeystem or the
Metropolitan Cooperative Library éystem. Coordination with either system
would be practical from the standp01nts of ease of communication and personal
contact The advantage of Similarity, in structure programs, etc , of this
approach cou]d also be its greatest weakness That is, the apparent 51m11ar1ty.

could be confused with identical goals and direction of service. Care would be

" essential to assure éhat SLS not lose the unique quality of its services acci-

dentally. Confidentially, where necessary, is a separate consideration.

Although it must be maintained that the two systems are separate and
distinct, an implication of this approach is the issue of future consolida-
tion of the two systems. The opportunity for a close working relationship
woufd give the two Systems a basis for evaluation and deliberation of future’
action. |

Committees, with members appointed by the Administrative Council from its
own ranks or from memher library staffs, could certain]y provide many system
administrative services. Since Committees are usually composed of representa-
tives from several participating libraries, their products are generally rep-
resentative of System thinking, and the total membership represents a fair
amount of local expertise on whatever subject the committee is addressing.

Committees can allow a Council to divide its work and act only on recommenda-

tions. Committees increase participation and involvément of member library's

v

staffs. nd
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" On the other hand, functions performed by a committee may result in an
uneven quality of the prodd&ts of its work. It is often a very expensive way

to accomplish work, since members usually must travel to meet and are away

" from their regular work. As a consequence of this, direct service to the

public may “suffer while the committee meetings are being held. There may

not be full attendance-at commi ttee meetings.

9. Individual Commercial Contractor

P

Tﬁe Individual Commercial Contractor could also provide magy} though not

all, of the services needed in these categories. There are some clear advan-

[

. .tages to employing a commercial contractor to manage system-projects or;

[

services. The tefﬁsfand Eonditidné of their work are clearly spelled ouf,

so expectations on all side§ are undergtood. Products, reports, etc. provide&i
by the contractor are tailored to fbe System's needs. Individua], speciaijzed

workers can be recruited and hired for specific tasks, and dismissed once the,

task is completed. Costs for services are determined by competitive biuding

and/or free market pricing, and the contractor generally carries his own over-

\, ‘ o

head, deve10pmeht, training; and administrative responsibilities and costs. If
work performed by a contractor doe§ no; meet expectations, the System can seek
financial or othé} compen§ation. The contractor is also likely to be liable
if work performed results in g’lega1 suit. And, perhaps most-impbrtant]y, the
contrhctﬁa] focus is on the service provided, so neither the System nor the
contractor is tied to any particular organizational structure - 6rganizationa1
changes can be made as needed to get the job done. ‘ ‘

There are some disadvantages to working with ;ammercia] contractors, how-

ever. They do not necessarily have-any particular long-term commitment to the

System, and may only learn enough about System business to perform their par-

\\ ticu]ak“service or task. Sometimes the system may not be their highest

4=

%

« N ‘
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’

priorityhclient,‘and system business may await the completion of other work.

~ Contracts may bring with them the red tape and delays of bidding, negotiation
and legal reviews; once in force, they require active monitoring and liaison
by system representatives for best results. Also, representat?ves of the
contractor are not always closely integrated in system-level discussion and/or
policy making which impacts on the product or service contracted for.

10. System Advisory Boards

The System Advisory Board (SAB) brings several important strengths to

part1c1pat10n in system business. First, they are an off1c1a11y appointed
body, ‘with- pr1mary:respons1b111ty - 1ega11y def1ned - to the cooperat1we AN
system, while reta1n1ng ties to the appo1nt1ng Jur1sd1ct1on As lay nersons,
SAB members often. have un1que skills and tdlents not readily ava11ab1e on
1ibrary staffs. They work from a user's perspective, and are best able to
art1cu]ate the system area residents' changing service needs. SAB nembehs
serve fixed, staggered terms, so there is good organizational continuity; once
oriented, these citizens are extremely effective and credible spokespersons for
the system, and they often work 16ng and hard without compensation - except for
mileage and meal expenses. '

There are some drawbacks to emp]oylng SAB members in some system activities.
They often have jobs of their own, and so cannot spend t1me during "regular
business hours" on behalf of the system. Since they are appointed by the
governing bodies of the local jurisdictions, the 1library system is not generally
directly involved in the recruitment and selection of these individuals. Lay.
persons are not expert in professional-techniques or methods of library service
delivery, and they require a substantial investment in ongoing orientation and
training in system services and policies. Furthermore, there is little recourse
available to the system if work performed by SAB members does not meet the

system's needs or expectations.

b
[
O3
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11. Individual Volunteers

Individual volunteers also bring special strengths to participation in
system business. First, the mere fact that they have volunteered their ser-
vices shows & high level of interest in and commitment to thé'cooperative
system. As lay persons, they often have unique skills and talents not readily
available on library staffs. They work from a user's perspective, and are
ab!e to articulate the syséém area residents' changing service needs. Once
oriented, they are often quite flexible in terms of what. sks, they can do,
and can- be assigned_.to work on whqtever.jgb§ are‘highest'priority. ‘Ihey too

‘york Tong and‘har; without qompen§§£ién: . . ‘

- There are some drawbaéks to empioying citizen vo]uﬁteers in some system
actjvities. They often have jobs of their own, and so cannot spend time during
“regular business hours™ on behalf of the system. Théy serve no fixed term in
office, SO fheir commitment may not have good continuity. Since they are often
ideﬁtified and "recruited" by staff in the Tocal library jurisdictions, the
sygtem per se may not be directly involved in the selection of these individuals.
Laj‘persons are not expert in professional techniquésvar methods of library ser-

viée delivery, and they(require a sﬁbstantié] investment in ongoing 6rientation

i

-an? training in system services énd policies. Furthermore, there is little
I,;

rekourse available to the system if work performed by volunteers does not meet
the system's needs or expectations.

] .
12. Citizen Support Groups

Citizen support groups can brirg many important characteristics to parti-

cipation in system business. First, they have an organized commitment to

-1ibrary service, and even if individual members occasionally drop out -the

organization can continue. They have their own mission and cohesiveness as a

group, and <an muster support for library services when needed. As lay persons,

-

123
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" they often have unique skills and talents not readily available on library staffs.
They work from a user's perspect1ve, and are able to articulate the community’ s
'chang1ng service needs, in.addition the group provides good visibility and a
forum for library issues. Once oriented, they can be effective spokespersons

for the value of library services. They too work long and hard hithout compen-
sation. )

" There are some drawbacks to employing citizen support groubs in some system
activities. Members often have jobs of their own, and so cannot spend time
/during "vegular business hours“ on behalf of the system Since they are most

‘xoften 1dent1f1ed and "Yecru1ted" at the 1oca1 level, the system per se is not
generally d1rect1y involved in the selection of these 1nd1v1dua1s or the’ organ1-
zation of the group itself. In fact, these groups' entire thrist and interest
is generally local rather than systemwide. Many groups do not even have the
library as their primary focus of interest, and all have the freedom to work
independently from - and perhaps contrary to - system goals and objectives.

Lay persons are not expert in protessiona] techniques or methods of library ,
service de]ivety, and they require a substantial investment in ongoing orienta-
tion and training in system services and policies.  Furthermore, there is little
recourse avaiiable to the system if the role fulfilled by citizen support groues
does not meet the system's needs or expectations.

13. Banks ‘ .

There are limited administrative functions which a bank can assume. The
most appropriate and effective is that of assuming responsibility for personnel
payroll. Use of computerized service for maintenance of personnel records and
performing payroll is efficient and relatively inexpensive. It is usually nec-
essary for some of the organization's staff to receive time cards and maintain

some basic personnel records. Maintenance of an even cash flow to support bank

payroll functions is vital. -
Q , ij s
PN

¥
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This limitation in the number. of the administrative functions a bank can
perform is a weakness. However, the economy and efficiency of performance of
_these few functions is a great strength one which can well be combined with

other administrative support resources.

0TE~-These are prof1t making . .stitutions, and thus have an interest in
perform1ng well on contracts.

14.0 CPA's

The greatest single strigggg}of using a CPA for assumption‘of administra-

®

tive funptionf in 1ieu‘of fiscal agent services perfggmed by a public 1ibrary
jurisdic;ion is tﬂe aﬁtiéipated savings'in fi%ca1~agent fees. fPub]ic Tibrary
Jur1sd1ct1ons are Tess and less able to contr1bute in- k1nd services with which
they at one time comébrtab]y supported admmnwstrat1ve functions for systems.
Also, there is the potential that services contracted for will be performed
with a higher level of expertise and time]inessifhan similar services provided
' by a rublic Tibrary jurisdiction. E&S CPA is profit motivated and bound by a
contract for a specified level of performance. The CPA is also able to tailor
products and services to system needs and speéifications.

A weakness is the Timitation of services a CPA can perform compared to
the wide spectrum conceivably an11ab1e through a pub11cq%3brary Jur1sd1ct1on
of any size. Add1t1ona1{y, a CPA will norma]]y not have as complete an under-
standing of the characteristics of needs of the Tibrary community and not be
able to provide serv%ce contracted for with a similar degree of ease and

awareness.

15. Legal Counfel

Legal Counsel is listed on the matrix as a service provider. The service
provided is unique and necessary because of its professional and specialized

nature. Legal Counsel, either one employed by a member jurisdiction or one




under pontract frém outside, has specific expertise that can be of va]ug to the
system. -However, like most outside professional specialists, the time devoted
to S}stem activities can necessarily comprise only gbBE}t of their primary ‘
activity.

16. Each Individual Member Library

/
Finally, each individual/member-1ibrary, each acting on its own behalf of

o .
system administrative functl?n, is listed as a possible service provider. While

there are some services which could successfully be obtained in this way, they
= are limited to those for which no single system product is necessary. They

‘would‘inc1udé iuitiative-takﬁng-activities on behalf of the system, as shown on

-
-

the matrix. -

To summarize, the functions listed in the matrix under Planning and Budget-

ing, Coordination, Directing and Communicafions can generally be performed by

any of the ﬁo]]owing service providers:
- System Council
System Chairman
Legally designated fiscal agent
In-kind contributing system member
Member jurisdiction (other than fiscal agent)
Systgm staff
Contract with outside public agency.(e.g., community co]]gge)
Commi ttees
- Individual commercial contractors.
In the major category of Fundraising, all of the above service providers
could perform this function for the system, and, in addition, other groups have

a significant role: System Advisory Boards, volunteers, and citizen support

¥ groups. However, the activities of these three groups are by no means limited to
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fundraising; a glance at the matrix shows a number of important activities for
them, .particularly in tHe area of system service planning.

~ The last.major adninistrative function groups are A;counting and Auditing.

As shown‘on the matrix, all of the agencies and individuals who can provide
Planning and Budgeting, Coordinating, Directing, and Communications services,
with the exception of the System Chairman, can also provide Accounting and
Auditing services. In addition to those providers already discussed, the -
following types of private service providers shou;d be considered.

(1) Banks, and (2) Certified Public Accountants.

A3

rA]ie}natiVe Administrative Organization .

“ LY

Careful review of needed functions with possible providers and thein relative
ratings should produce one or more structures for the provision of administrative

services. Any organizational structures under consideration by the Council shbu]d

be measured against the administrative service specifications, to assess whiém
5 !

is most likely to meet the specifications. Information gained via this proce#s

may indicate that the specifications themselves may need to be nodified jto mqét

»

closely meet Santiago's current service needs. The review process may have to

~ be repeated to some extent before a desirable structure becomes clear. Likely
costs should be estimated, and then proposa]s invited from prospective %ervkce
providers. Ultimetely, a mix of costs, factors, availability and quality of\
service providers, and the level of council commitment to involvement in on-i
going administration will petbrmine the structure to be_emp]dyed. -
Continued review and evaluation of the success of that organization in

meeting the performance objectives will determine when and if the structure

needs to be changed.

W
J{/f b
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Table 9a (Part 1 of 2)

ADHINISTRATIVE FUACTIONS

C. ADMINISTRATIVE FUNCTIGHS

1. PLANNING AND SUDCETING
CLSA ~ Traparving financial projactions and
analysas, ing financial tspact

of Council decisions as needed

CLSA - Foracasting tha mest probsbla course of
® _eventa within a range of possibilicies

CLSA = ldentification of service needs

CLSA = Analyala of altarnstiva service

delivery sethods

« fetablishgent & maintensncs of s
Comprehengive systes plan, including
the folloying:

A. Long Range: (2-5 yre) including the
overal}l goals & objactivas for pol-
1ctes Jor the systae, finsncial plan
staf! jnd rasourca davelopment plaa,
and eviluation plan -

1. Development

2, Adoption

)
AnnualiPlan of Service: (1 vr) inc.
shortitange neede, plans for prograe

. annual budget, including
one ye

xoplnEnut ton b spec 1f1¢ shore Tange|

). Periodic Review

LknnmL__;

2, Adoption )

J. Periodic Review

result
r LSCA projects, etc
¥ T

C. Comln’pnrv Plans* For emergencies,
str&é. cash tlow prodlems, ete,

1. Dévelopsent

2. Adoption

). Periodic Review

D, Procedyres Manual, Covers routine,
ongoing operations, hiring mainten-
anca, etce

1. Development

2. Adopgien

ks |O [0, |l |O

J. Periodic Raview

- Matching progras activities to
aveiladle resources

COORDINATION

1. Coord. of activities of all syatee
comm., sbr 11bs, b aftiliated vrgani-
zations as related to sve activities

Coord. of sve. activities w/other
systems § the 11 comm. statevide

- »
Developsent of unifors policiss and
commor; nrotocols

tstablishment & maintenancs of an In-
vantory of axisting reaourcas within
system ares

Training pzogras planning, including

training needs assessment for both sys
staff, library ecaf!, Systes Council,
and SAS

6 Conducting training asctivities

111, DiRECTINC
CL3A 1. Taking of correctiva action in any
appropriats aves

CLSA 2. Cive ovetall directior of all approved
system activities inciuding organliza-
tion b assignment of tasks, rssources
and responsibilities

J. Aseignment & supervieion of systee
staff, including volunteers

CLSA &. Selactios, direction & evaluation of
laad staff person

CLSA 5. Persossel developmsat for staff per-
forwisg aystes activities:
a) Job deatgn & Job specifications,
task descriptione

b) recruitment

sl eelection

4) avaluatioe af personnel

a) job b clssaification descriptioss

+£) salary plesa, frimgs benefits,
Tecocd keeping

A

O v

RIC.

Aruitoxt provided by Eic

+

A - Cood 1tkeliheed of auccess

8 = Probadle likaliheod of succeas

C - Small 1ikaltiheod of success

2




Table 9a (Part 2 of 2)
ADMINISTRATIVE FUNCTIONS

C. ADMINISTRATIVE FUNCTIONS

V. COMMUNICATIONS X
CI13A 1. Provision of publicity and public tnfo © A A A A
for svstes activities

>
FS
>
(-
(-
>

2. Dveraight of sys. publications (e.g., !
newsletters, flyers, boochures snd 8 A LN ) A
announcesents) N

CLSA 3. Coord. of internal & external report-
ing including reporting to governsental 8 A A A A A 8
agencies as appropriate

4. Rep. the sys. as officially designated A A Iy A A A A A A » 8 B A A A A
by the Council for specific situations

CLSA 5. Sharing of incomsing cosmunication; re-
- laying lnl‘fmzlon to personnel in 8 8 A A A A B
individual’libraries -

6. Developwent & maintsnance of MIS -

ongoing collecting, organizstion § c. c A A A A A B A
N snalyzing/eval. & summsrizing info. o B
nesded for' decision making *

1. Taking initiative o 1dentify ‘relevant

sources of, info. outside systes & AT A (A A A
naking connection w/those sources
~

Vo  FUMBRALISING
1. ldentifying ¢ prosoting nev solrces . A A A Al a
tevenue o developing vays to make tnea A A A A A 8 8 3
availadle to systes Z

2. Preparing grant proporals and applica-
tions for: .

. a) CLSA ol ¢ c A A Al A 3 8 B .
. b) Other I c A A A A ) ] B 'YK 1 a{>

. vi. ACCOUNTING .
CLSA Y. Maintetance of systea f{insnces

a) teceipt of revenues .

b) disbursesent of funds [ A A A A A A A A

c) reporting C A A A A A A A A

d) docusentation of fiscal proce~
dures (e.g., chart of accounts, A A
. etc.)

-
>
>
P

CLSA 2. Purchasing (task) (including prepara-
tion of IFB, purchate orders, etc.) c A A A A A A

Vil. AUDITING t 8 A A A ‘
1, Performnance of annus' auditd B8 B B

Y

)
E TC*My of thass csa do 1f thsy d1d not perfors the function

A - Good 1ikelihood of Ppccess
. ® 8 - Probable likelihood of succsss
N C ~ Small likelihood of success .o

</5/82 N




OPTIONS FOR ORGANIZATION

.
[t

!

s is the case in any analysis of possible structures for?administnative » -
ma:;jgaéﬁt, any sihg]e option can be permutated in a variety of ways. The ‘
"Administrative Functions Matrix" lists some 16 possible service providers

who can provide one or more administrative functions within a range of probable

satisfaction. Therefore, the structureé\zhosen for discussion must-be suf-

ihln +n accammndato vaniamne casudan
IV e VW MU wuViniiv v v M YUl PVUD OCt v

external to Santiago) as well as providing for change without major disloca-

tions in the basic system organization.

Fo11owing are three options for system organization that meet the speci-
fications and performance objeectives.. Each of the three is a basic "type"
and the Santiago System Administrative Council wii] wgnt to consider modifi-

~cations and/or add more options to bring an optimum organization plan into
being. _ ' N
The title “Egecutive Director" has been used as has "System Administrative
Office".’ In the first case, Executive Director. refers to an individual and
the support office sfaff; which is necessary to provide management skills and
services in the direct oﬁeratinn of the system. .
The term "System Administrative Office” is used to designate the office

that does not necessarily require management level staffing (depending onlthe

amount of authority delegated by the Administrative Council).

Table 9b contains the suggested functional responsibilities for the

*Administrative Council, System Advisory Board, Executive Committee, Executive

k1

Director, Planning, and System Development positions.
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COMMITTEE ORGANIZATION

Top Management

Administrative - -

I |
I |
| Council ! . |
I - |
| System Advisory | _ _ _ _ _ _. |
I h Board . ‘ ~ I
- |
: Executive - | -
| Committee |
| |
[ - o oy |
f
| . |
I |
: Planning System Development :
! |
| ® Planning coordination e Public Information |
| e Budget coordination e Grants and funding development !
I i
I |
' . Administration ! r
: Programs/Services and operations |
I |
|
I———————-‘--l-——. _____________________________________ |
Member . Public Financial 0 &5
I . ions
Services : Services Personnef Services peratio
o Reference o §pecia1 programs
o ILL
°. GqﬁTunications ) "
e DelMvery -7
Option 1; Committee Organization
A committee organization composed of five committees, with ary mix of
* sub committees or service providers performing the various functions under each ~7
committee: "

- Executive Committee, composed of the system chair and the chair of each
of the other four committees
- Planning Committee, with responsibility for long/short range planning

and budget coordination




t

3

- System Development Committee with responsibility for publicity/public ,
information and grants/funding development
- Programs/Services Committee, responsible for the operation of service
programs -
- Administ[?tion/Operations Commi ttee, responsible for personnel services,
financial services and operations
Although it is the responsibility of the Administrative Council to deter-
mihe policy and provide general administration for the system, the responsi-
bility is delegated to the Executive Committee for directing system business
on behalf of the council during the period .between council meetings, particularly
if méetings are held less often than monthly. ‘

Under this option, the four operating committees may employ any mix of

administrative "service providers" in the performance of their individual

., missions, and will be responsible to the Executive Committee and the Administrative

Council. S #

ADVANTAGES/DISADVANTAGES :

This option aﬁ]ows for full participation of council on developmental
and operating levels as well as effecting overall system pblicy. It also
allows for very short 1ines:of communication; however, it requires a heavy
commitment in time and effort on the part of individual council members.
A magor consideration is that since committee members must travel to meet1ngs

“and act as an operat1ng director of system activities, a significant amount of -

time must be sﬁént away from a member's_regular work thus, full regular

[
(O
g
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attendance at committee meetings might be difficult to maintain, which could

result in loss of effectiveness. However, this organizational option can be

maintained on an in-kind basis in ‘the event of Towered revenues for-system
level administrative support.

[P Y —— R
<
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. ADMINISTRATIVE OFFICE/COMMITTEE ORGANIZATION
Top Management

— —— s - o — e . mee e —— . —— i - b b e e s M s WS e W e m— S e e e e e

|
! . | Administrative ) : o8
I ' Council ) < |-
: ‘ | ” |
! s I
T Systgm Ady1sory e ] g
| oard i
' |
I = I o
| Planning System Development |
! Committee Committee |
' |
I e Planning coordination ; ® Public information |
I ® Budget coordination : ® Grants/revenue development |
: System Chair :
' k |
I’_ __________________________ & e e e e e i |
Administrative
Office
. Administration &
Programs/Services Operations
' i Financial )
Sgﬁg?ggs SZgS}lgs Personnel Services Opéfat‘°"s

® Reference ® Special programs

o ILL

® (Communications

® Delivery

Option 2: Administrative Office/Committee Organization:

This structure is similar to option 1, in that it provides for a top
managernent team composed entirely of administrative council members. The
policy planning, and development functions are comprised of the Administra-
tive Council, the cha;r of the council, and council committees (and an

appropriate mix of other service providers as needed, e.g., fiscal agent,

1e§a] counsel, etc.). .

b=
(A
| 3%
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However, this option also calls for the operatioﬁa] direction to be provided
by an Administrative Office and, if appropriate, system staff, outside contractors,
in-kind member cont;ibutions, etc. This is similar to the past prﬁctice in
Santiago. .The administrative office reports directly to the system chair, and is
responsible and accountable to the Administrative Council. The déy-to-day opera-
tional directing of the system programs would be delegated to the administrative
office, within the fra%ework of authority‘and guidance provided by the
Administrative Council.

Advantages/Disadvani&ges:

This option provides for a centralized administrative office with direct
accountability and responsiveness to Administrative Council and, at the same
time, maintains the most advantageous features of committee structure.

As oppésed to option 1, this organizational structure reduces the amount
of time individual members of the Administrative Codnci] must spend on opera-
tional detail. However, system staff may be more expensive than some othar

service providers (e.g., in-kind contributions or service contracts), and

having system staff adds personnel administration functions.
ﬁ final consideration is that the lines of communication and accountability

can be short and well defined; an& it provides flexibility and avai]abi]ity’of

subport staff in most situations.

L
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Option 3: Executive Director Organization:

.

This type of structure provides for a central sysfem administrative offite
headed by an executive director reporting directly to the Administrative Council
(or System Chair/Exeéutive Committee). In this organization, the executive‘
director is included as part of the top management team and is delegated reépons-
ibility for implementing policy, directing planning and development as well as )
being responsible for the direct operational control of all system programs and

services, subject to direction by the Administrative Council.




9-30

The council would delegate the necessary authority to the Executive .
Director, provide direction as requifed, and formulate/effect policy for the
system.

The executive director would report regularly to the council on the status

and direcfion of all systems, programs, services, financial status, and pro-
pose policy recommendations for consideration by the council.

- As with the other options, operational activities can s;i]] accommodate
mix of service providers for the various programs, services and functions.

ADVANTAGES/DISADVANTAGES

Generally, this option carries the same considerations- for system staff
as noted on pages 9-11/12. It provides for a centralized administrative office
with direct accountabi]ity and responsiveness to Administrative Council. It\ \
also frees the Administrative Council to devote time to deliberate and formulate
po]ibies with flexibility and availability of staff in most situations. How-
ever the system staff may be more expensive than some 6ther service providers
(e.g., in-kind contributions or service contractors), anq having system staffl
adds pefsonne] adminigtration functions.

KEY JSSUES/PROBLEM AREAS:

1. For successful implementation, the administrative functions and
priorities should be clearly documented in the system plan of
service, policy manual, etc. Necessary reporting procedures must
be developed, and any staff involved selected and trained. Finally,
a mechanism for regular monitoring of the performance of administra-
tiye services must be deve]oped,ﬂusing the suggested performance
objectives as a basis. The overall structure should be examined on

a periodic basis to ensure it remains responsive,and efficient.
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Planning, coordination, and evaluation, (three elements which comprise
this function) are an unfunded component of the California Library

Services Act (CLSA). The function has been funded through LSCA since

1974, as s the pattern in all other Systems in California. LSCA is

now threatened with extinction.
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POSITION DESCRIPTIONS

-

The preceeding Organization Charts contain a set of boxes representing
functional_positions. These are representative of the general responsibilities
for each of the positions. Any service pr&Vider can perform the functions
"°£éﬂm95??PF‘;hPSe of Administrative Council, System Advisory Board, or
Executive Committee. ¢

Generally, the respcﬁ§ibi}ities and make-up of the positions could be as
suggested below or could be modified at ppe pleasure of the Administrative
Council. The legal responsibilities of both the Administrative Council and the
System Advisory Board are mandated and must be retained.

1. Administrative Council: The membership shall cgnsi;t’of the head 1ib-

rarian of each jurisdiction in the system. Duties of the Administrative Council
sha]]Ainv1Jde overall policy direction, general adm%nistrative responsibility
for the system, adopting a system plan of service, and 'submitting annual pro-
posals to the State board for implementation of the provisions of the California
Library Services Act.

2. System Advisory Board: The mgmbership shall consist of one resident

appointed from each memper jurisdiction. The duties of the Advisory Board shall
include (a) assisting the Administrative Council in the development of a system
-;ﬁan of service, (b) advising the Administrative Council on the need for ser-

vices and programs, (c) assisting in the evaluation of the services provided by
the system (d) maintain contact with the several communities in the system area.

3. Executive Committee: The membership should consist of the Chair and

immediate past chair of the Administrative Council, the heads of the Planning
Committee and the System Development Committee, and such others as is deemed
advisable. Duties of the Executive Committee may include the power to trans-

act all regular business of the system during the period between meetings of

t ~
o~ .

(¥ D)
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the Administrative Council (subject to any 1fmitations specified by the

‘ Adm{nistrative Council). - ) .
_4. Executive Director: The Administrative Council may appoint an /
Executive Director to be the administrative headrofktge system and to bé in’ jiw&v-_~7-
ﬁbfhffgﬁ_Pf theﬂqgn@uct of its affairsﬂ subject to the direction of the ) ' f
Administrative Council. The Executive Director will make régular reports to ’
the Council and perform such dthe;ﬁduties as may from time to time be assigned /
| |

by the Council. The Executive Director shall be an ex officio member of all’ !
committees unless otherwise provided for. The Executive Director shall be |
given the necessary authority and shall be held responsible for the admiais- :
tration of system in all its activities and departments, subject on]x'éo such
policies as may be issued by the Administrative Council, or by anx/éf its com-

9 mittees to which it has delegated power for such action. He or/she shall act
as the "duly authorized representative" of the council in a]]/ﬁatters in which |

4

the council has not formally designated some‘other person for that specific
purpose. - .

5. Planning: The Administrative Council may appoint a Planning Committee
to be responsible for providing recommendations to the Administrative Council
for setting priorities and goals for the system and shall provide recommenda-
tions for achieving these goals in an orderly manner. In addition, the
Committee shall be responsible for supervising the management of the funds of
the system and shall see that a proper program is developed and maintained for
the effective use of system funds, including the deveiOpment of a program of
internal controls that producé; information for the Administrative Council,

reflecting the fiscal experience and current financial position of the system

-

on a continuing basis.

16) ;l .
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1
.

6. System Development: The Administrative Council may appoint a System

Development Committee to be responsible for public information programs and

recommending to the Administrative Council the methods and plans for informing

the various publics of the system area of tie system programs and services.
The committee shall also be responsible for development of a program of grants
through various public and private agencies and organizations to further the

plan of service.oiiﬁhe system.

5t~ onr —phmt
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— 10. Citizen -Involvement

A premise of this section is that library-programs are benefitted and
‘maintain their relevance in today's society through citizen involvement in
‘the_p1anning, presentation, and evaluation of public library service.

— e It-is-also a premise that-the_community_itself can achieve understanding

of the benefits and services of public libraries and be led to'use them
through the activities of organized 1ibrary-support groups such as Friends
groups, through Boards such as the Boards of Trustees of local ,Jibraries,
and through System Advisory Boards.

The scope of this section is to explere ways in which a cooperative
Tibrary organization, such as the Santiago Library §ystem, can relate to the
community served and promote active citizen participation in the planning and
evaluation of‘l{brary services. ’ |

fhe central focus of this investigation is citizen involvement through
the System Advisory Board: its duties and activities- as prescribed by law;
the manner in which it can most effective]j perform these duties;: the support
which can be offered by the Santiago Library System Executive Council; and
the ways by which the public can use the SAB Board as a channel to tﬁe
Séntiago Library System Executive Council. The other formally-structured
1ibréry citizen groups (Trustees and Friends), will be referred to as they
interact with the System Advisory Board. x

The study consulted various source materials, both external and those
provided the Santiago System Council. In addition, questionnaires were developed

_ and data were gathered by 33 telephone interviews with:

9 members of the Santiago SAB

10 Library administrators of Santiago system member libraries

9 Chairmen of Boards of Trustees

5 Presidents of Friends groups

. >
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CURRENT LEVEL OF SERVICE

At the time of this §tudy, the SAB for Santiago found itself in a
situation in which it was not yet functioning'effectively either as a Board
of individual_members, or as an advisory Board to the Santiago Library System.
Reliable communication between the SAB and the Santiago Executive Council was
weak and there was a lack of organized communicaticn among SAB members on
meeting dates, meeting agendas, and meeting activities.

An effort to provide background informatior on system activities to the

- SAB had begn made by system staff and‘some 1ibrary administrators, acting as

speakers at various meetings; Attendance, however, at these SAB meetings, for
a variety of reasons, fell off, until for a year, no meetings were held at all.
Meetings have now been resumed.

There are mandated duties outlined for the SAB in the California Education

Code, Article 5, Section 18750, which states such duties shall include, but are not

~

. limited to:
a. assisting the Administrative Council in the development of the
System Plan of Service; . .
b. -advising the Administrative Council on the need for services and
programs ; -

c. assisting the evaluation of the services provided by the System.

The California Administrative Code, Chapter 2, Article 3, Section 20145 (c),

also describes further activities of the System Advisory Board:

a. Shall have regu]ar'meetings,open and accessible to the public.

b. Information about the meetings shall be disseminated in such a way
and in such languages as the Advisory Board determines will most

effectively inform the public of the Advisory Board's activities.:

5




c. The Advisory Board shall maintain contact with the several com-

munities in the System service area.
d. The Advisory Board shall provide for the position of a Ehairperson,
. for the rotation of that position among the Advisory Board members.
The study revealed that System Advisory Board members, although highly
motivated, are unclear as to how to facilitate citizen understanding and use
of System services, and how, as a Board, to provide a useful service to the .
_fgistem and’to the community. At the time of the interviews, many felt
_ baffled and frustrated. Most had expected they would be asked for adv1ce and
Qere disappointed when it did not happen.
- The SAB is not yet operating effectively either as a Board, or interacting
éffect1ve1y with the System Executive Council. There is a sense of waiting
o for someone else to do something, and consequent]y 1ittle has been accomplished.
. However, there are skills and energies existing among the SAB members as
community representatives, as yet untapped. Thess strengths, if utilized,
are a potent asset for both SanEiago Executive Council and the community. As
‘a_Board, SAB members have not yet taken the initiative in using these abilities,
. or planning for their use.
To take this needed initiative, SABs need support, and flow of infor-
. mation from the System Executive Council,-as well as recognition of tﬁe added
pptentia] and dimension ghey can bring to the System as comnunitj representa-
tives. This needed 1eve1'of‘suppotf from the Executive Council, and from
indjvidual library members, is-stil] degeloping.
The SAB, as well as the community as a whole -- individual 1}brary
users, 11brary support groups, organlied social and educat10na1 groups,

advocacy groups -~ lack understandlng of the structure, programs, and funding

of both public libraries, and cooperative 1ibrary systems. They are not
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aware of the full gamut of library services available to them, as groups or
individuals.

There was no evidence from the interviews that the SABwas performing its

mandated duties according to the State Education Code. Also, at the time of

the interviews, thare was no awareness on the part of the citizen groups as
to whether services and programs o% the Santiago Library System are respon-
sive to community needs.
The principal implications of these findings is that a sense of group
responsibility, identity, purpose, and activities needs to be developed by
the SAB and Séntiago'Executive Féunci] for mutual achievement of citizen
involvement in the planning and evaluation of System services.
To bring this about, the féiiowing areas should be explored, strength-
ened, or clarified for bofh the SAB and Executive Council:
a. under§tanding and agreement upon SAB goals and objectives, by
SAB members;
"b, traiqing activities for SABs;

c. planned coordination and cooperation between SAB and Executive
Council;

d. clear definition of each (SAB and Executive Council) role
as they relate to each Bther, and the relaticnship of the SAB
with other community Boards and groups;

e. community input, through the SAB, to the Executive Council, in the-
’p1anning and evaluation of System services;

f. a public ge]ations program to link System programs .directly to

Ve
service benefits for the library user;

N
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g. education of local library staffs in regard to System operations
sonthey, in turn, can identify System benefits to SABs and éo
library users; ‘

~ h. support from §ystem member libraries for System programs and
aq}ivities;

i. sufficient SAB meetings and activities to accomplish the SAB mission,
and allow SABs to be knowledgeable about System activities and

Drograms’

Fyr

j. annual evaluation of System services and programs by SAB;

-t L k. self-evaluation on a regular basis by SAB;

i 1. a recognition that SAB functions, in addition to mandéted duties, s
are influenced and shaped by the needs of the local areas served ’
by the System. No one SAB will design ifs program exactly like
that of a neighboring SAB. SAB membgrS'aré the eyes and ears of
the particular System they are of part of, for the community they
both serve. ’

The Santiago ¢AB represents a potential source of strength and assis-

tance fo the Santiago- Library System. The opportunity to create energetic

citizen support and use of System resource sharing and services is there.

The Santiago Executive Council, likewise, has the opportunity and responsi-

bility to turn this potential into constructive action. At the same time, SAB

members, as appointed c&mmunity representatives, share equally the responsi-

bility to work with the Executive Council, and with.each other, to ensure

- the best possible library service from the Santiago Library System for its

users.

7
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SERVICE SPECIFICATIONS:

To address the findings of this chapter, and their implications,”three
specifications are offered for consideration by the Santiago Library System.*
Later they are described more fully, with performance objectives, alternatives, T:, )
pros and cons, and cost factors listed for each alternative.
1. In order to carry ou£ its mandated dutieg, the SAB will work and
communicate effectively as a group, and achieve a sense of identity,_
purpose, and value, as an Advisory Board.
2. SAB members will achieve understanding of cooperative public library

service, structures, and funding (local, reaional, and national), and

be able to evaluate system activities knowledgeably.

3. The SAB will be recognized as an effective avenue for the community
directly to influence and evaluate System operations and policy with
the understanding that this will indirectly influence -the avail-
ability of services at the local level.

PERFORMANCE OBJECTIVES:

1. % of member attendance at SAB meetings.

2. Development of defined goals, objectives, purpose, activities, and
a plan for annual self-evaluation by the SAB.

3. At least __g of the SAB's planned annual activities carried out.

4. An SAB representative invited at least annually to°be on the agenda
of that member's local governing body to report on system services
and activities.

5. Each SAB member will know all fellow members of the System Advisory
Board, both as individuals and as they relate in their role of SAB

member to their sponsoring jurisdiction. s
4 -

[\
1y




10-7

A11 SAB members (100%) will participate in a,training program to -

- 6.
gain an understanding of the system service epvironment.
7. oEach SAB memser (1002) will have knowledge of system activities,
planning, pérformance, budget, and evaluation. '
8. __% of SAB members will have the ability and willingness to mgke a
presentation or report to governing bodies and community groups about
. the Santiago Library System benefits and services to the community. "
9. Each SAB meeting will be attended by a represéntative of a Friends
group and Board of Trustees in Santiago area. ,
10. Each SAB meeting will be attended by at least one representa?ive of
Santiago Executive Council.
11. An average of one agenda item for each SAB meeting will have been
introduced by another library support group, non-library community /
éroup,_pr_member of the general public. . J/
12. The SAB will be on the agenda of each participating governing body 3
(City Council, Board of Supervisors) at least once a year. .
. ALTERNATIVES:

There are three suggested alternatives for meeting the service specifica-

tions for citizen involvement that can generally be described as: I Proactive,

2. Current Method, and 3. Minimum Stafutory Requirement.

ALTERNATIVE 1: PROACTIVE

SAB will take the initiative in re-organizing itself into an effective

operating advisory board. There are a number of ways in which System Advisory

Board members can move immediately into this activity. Some or all of the

following are provided for consideration:




1U-

SAB officers will organfEE“members of the Board to carry out designated
duties on a regular basis. These include provision to all members of meeting
announcements, coming.meeting reminders, written agenda provided before and
at the meeting, written minutes distributed soon after the meeting, copies of
pertinent informational materials, publicity to the community concerning the
meeting before and after it takes place.

The SAB will develop a writtenw“mission statement" (purpose) with goals
and objectives; time frames for anticipated annual activities, and a schedule
gnnua] self-evaluation review of its yearly activities. This will require
interaction with members of the System Executive Board.

7 Oﬁé Spééia] activity to be planned and prepared for carefully, is a
reporting liaison role wi;h governing agencies and with other organized
community groups. Each SAB memgfr will take responsibility for making a
presentafion to that member's local governing body, at least once annually,
to report on system benefits and services. Preparation for this event could
be in the form of a rehearsal with local library administrator, of System
Administrative Council member, to ensure correct content and effective pre-
sentation.

Another activity is for the SAB to develop a directory of members with
home and/or work addresses and telephone numbers, plus appropriate infbrqg;ion
concerning the structure, officers, scheduled meeting times and places of the
SAB, System Executive Council, Boards of Trustees, Friends groups, and other
appropriate community groups. The California Library Truséées and Commis-
sioners STATE DIRECTORY, published by the California State Library, also
1ists the SAB members and alternates, and their addresses, for each coopera-
tive library system in California. It could be used as a base for beginning

the Santiago Library System SAB Directory. Some of the advantages of such

-~
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a local SAB publication include the p}ovisioh/;f a handy tool with which to
get to know each member; the flow of,inférmation between SAB members and
Executive Council can be eased and speeded up; mail can be sent conveniently
to hoﬁe addresses, as requested by a number of SAB members in the telephone
interviews. |

A review of useful meeting techniques, or group process, by an outside
trainer, or by SAB members themselves, could aid in efficient meeting proce-

dures and agendas for the SAB. A planned, informal social event forsSAB

memberé, scheduled once a year, could be held in conjunction with an orienta-

. ;ion program or Executive Council act§¥§ty to promote improved relationships

among SABs themselves and with System members.

A planned, sustained training program'for the System Advisory Board can

be established, with regular liaison activities scheduled with the System

Exequtive Board. \

Such training would cover national, regional, and local library concerns;
rev}ew of the "state of the art" library developments; orientation to local and
system programs, services, procedures, and governance; and a component concerning
effective board.operation and self-evaluation of board members.

A written orientation document would be provided by the System Executive
Council with review and input from the SAB. There would be SAB liaison to all
regular System Council meetings and other appropriate meetings. The liaison *
person would report to the SAB and maintain regular communication links between
both Boards. The SAB and the System Council would participate in an annual
evaluation of both organizations. There would be contact on the part of the

System advisory Board with other SABs in the state to exchange ideas and

information. To further understanding, SAB members would visit each system
€&

" member library at least once during their term of office.

| S R
[
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SAB will provide outgoing liaison contact wi th community chrough a

variety of activities and public relations programs.

Iﬂis where SAB members have the opportunity to make the System visible
thr&hgh tﬁéf; own activities in the community, and to offer the needed channel
for-user comment and reaction to System planning and programs.

SAB members could estab]isz on-going liaison with organized social groups
such as Rotary, League of Women Voters, advocacy groups such as/Reforma,

educational groups such as PTAs, to explain System services and programs which

and useful System services.

|
could benefit members of these groups, and to receive their input into relevant
‘ " |
|
\ N \

SAB members cou]d‘design and carry out puBlic relations programs involving
media throughout the whole community. Public relations planning could involve

activities such as "PLAN YOUR LIBRARY WEEK," for\all library users and potential

Tibrary users: running the gamut from movies, authors, music, computer terminal

demonstrations in the library, to meetings with organized groups to*discuss
actual long-range planning for Services. | ‘

SAB mempers could provide a regular liaison with Tocal Boards of Trustees,
and Friends for reporting purposes, to receive input on satisfaction with System
services, plus suggestions for addftions, deletions, improvement.

SAB meémbers could review and plan an annual training, communication,
social event involving all library support groups, Trustees Board and library
staffs.

ADVANTAGES/DISADVANTAGES :

These or simifiar activities require intcraction with members of System
Executive Council to promote ccordination and understanding between the two
Boards. Additionally, there can be an increase in awareness and possible

input from City Councils, County Board of Supervisors,'1oca1 Boards of Trustees.
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As community liaison, on a planned basis, SAB members furnish believable, non-

vested interest, interesting spokespersons to other citizen groups.

A training program can be designed to provide up-to-date information
regarding System benefits and activities. Staff and members of other library-
supponde‘groups could also benefit from an on-going System training program.
Such training could provide SAB members with the opportunity to test-run future
reports an& presentations to other community aroups and governing bodies.

A written orientation document for the SAB can be a valuable reference

tool for all libraries. It can be updated with less effort than a continuing

o -

. training program, or it can be used to reinforce the training program.

(Note: the 1981 State Library publication, "Public Library Trustees and
Commissioners TOOL KIT Orientation Guidelines" can furnish useful Qrieptation
mate ialiaiready assembled; also, the "North State Cooperative Library System
SAB 0ﬁientation Notebook" is an excellent resource and model.)

HBwever, initiating the program would require significant staff time in
preparation ana in operation. Sustaining it would require less staff time,
but time required would be an ongoing cost factor in system operation.h By
establishing contact with other SAB groups, éantiago SAB might weil find that
other SABs have solved similar prob]ems ard desjgned programs which would be
helpful to Santiago. .

Visiting local libraries provides a vivid awareness of the differing
needs aﬁd service problems of communities within the System. It provides,
too, the opportunity to talk with all levels of staff, in addition to
administrators. Ho%pvér much value this might have, gfbup visits to individual
1ibrariés could consume Bpe\available meeting time, and individual Visits

h
would demand volunteered time from SAB members.

~
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Coordination of local supporters for a System level activity could
establish a pattern and identify volunteers to extend services at the local
level. Decision makers, and professional\Tibraries would experience first
hand the value and creativity of lay input into library planning. It could
also bring about increased community use of System programs and services, and
consequent support areawide for System financial n?eds. This approach also °
lends -itself to determine if system supported 1ibrar¥ programs, System, and
even local, are responsive to community needs. | N

Here again, this alternative will require time and effort by citizen SAB
members. SAB, representing the System, will need something\solid to report
on before appearing before other community organizations, so if must be
accurately and well-briefed on System activities. Such a projected program
will reduire a high level of commitment from SAB members. Staff time and pub-
Ticity costs could become significant elements, and there is a requirement for
extending information to persons and groups whose prior interest has been at
neighborhood level. The additional requirement for dedicated volunteers con-
tributing many hours of work could become a burden.

COST FACTORS

Training expenditures for volunteers travel expenses reccgnition activities
for volunteers. Staff and SAB time; travel reimbursement for SAB members;
personal SAB expense for such events as a social meeting (such expenses aFe
not an appropriate use of public funding).

ALTERNATIVE 2 CURRENT METHOD:

SAB will continue to operate without an agreed upon mission and activity,

which has been coordinated with the System Executive Council.
¥

N
A 17 -
4

/\




Under this alternative, SAB members will zcquire information on their .

o

own concerning System activities, which will require a great/gea}/é? gélf—
leadership on the part of-Board members. A signific§nt/éﬁbﬁnt of time will
be required for research on background informatiﬁﬁj/and the information would
then need to be verified and discussed with Administrative Codnci] for fd]]

understanding. It would permit the SAB to continue as an independent, albeit

1

token, advisory board, although citizens will provide input concerning Tibrary

‘ .
i

services through local libraries only.

ADVANTAGES/DISADVANTAGES :

I
. The advantages/disadvantages of this alternative center around a main-

tainance of the status quo, which appears to be undesirable at best. :

Ii Qou]d allow the individual -SAB members to determine their own! Tevel
of involvement. It has the additional advantage of requiring no additional
activity on the part of the SAB cr Administrative Council, other thaL that
already being provided. ~‘

Although this may meet minimal Teg&¥ mandated activity %eqdirements for
the SAB, it carries a number of d;;advantages with it. Among thes% are:

Without regular involvement in and understanding of System
activitieg, SAB members are not in a good position to explain

services on relay ideas from dsers to the Executive Council.

Citizen input into System activities would very likely not

be supplied. There would be no valid System evaluation sﬁpplied

by the SAB, or confirmation of community use or reaction to System

supp]x:‘ed services.

Continuing frustration of current SAB members toward the

presenf situation can lead to dissolution of SAB. An ineffective

Board, as viewed by the public and local Boards of Trustees, would

: 17
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w

present a poor picture to the public of cooperative library

systems.

¥

Not all members would achieve necessary full background

for effective service, and information would be uneven among

LY v

Board members.

COST FACTORS

Supplies, printing, postage, publicity, staff time, reimbursement for
SAB travel expenses.

ALTERNATIVE 3: MINIMUM STATUTORY REQUIREMENTS

SAB members will meet once a year to review System Plan of Service and
evaluate services provided by the System. SAB members could Zontinue current
pattern of occasional description and explanation of system activities and
programs from a system Executive Council member,'or System staff member.

ADVANTAGES/DISADVANTAGES : 3

Although this is the least atfractive of the three alternatives, it may
meet the minimum legally mandated activity requirements, and provides only
token response to mandated duties of SAB. |

As the current level of SAB meeting procedure, there is no guarantee that
all SAB members hear the same matéria1,jor receive the same level of continuing
education. This option would call forfless involvement than the current prac-
tices and could easily evolve into total inactivity.

Interaction with Executive Council members will occur. It is important
to maintain this contact, since interaction with staff, rather than the Admini-
strative Council, could bring incomplete information to SAB members. SAB
members might feel incompetent to carry out mandated activities, such as

eva]uation,'input, or planning with System Executive Council:

COST FACTORS
Reimbursement for travel expenses, time required for attendance of

System Administrative Council member at SAB meeting.

1 LIy
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Other System Advisory Boards throughout the state are working out their
individual "scripts," and one of the most successful ones is the North State

Cooperative Library System. It has devised a useful, welcoming, and motivating

orientation program for its System Advisory Board. Supporting that is an ex-

ceptional "System Advisory Board Motebook," and an accompanying "System Advisory
Board Handbook." fhe latter is a concise summary of the "Notebook," with
sections on II'Definition of Terms," “What is a Public Library System Board,"
"What Does an Advisory Committee Do," “What An Advisory Board Has A Need to
Know," and "Suggested Readings," - all in five pages with lots of white space
for added notat;ons. '

What comes through loudly with this System, is the willingness of System
Council to work with the System Advisory Board members, to listen to their

questions, supply their needs, and then have the satisfaction and benefit

of their assistance.




11. Networkihg

This section was originally to focus on organizational ways of enabling
users of Santiago's public libraries to gain access tq'?he resources and
services of other types of libraries in the area. It was also to Took more
generally at the way intertype iibrary cooperation might be organized. As
;he stu?y progressed, however, a quite different focu; emerged. This intro-
duction will briefly describe the changed focus. Following that, key network-
ing issues are discussed in more detail. o
INTRODUCTION

‘As with the other aspects of this study, needs for intertype activity were
explored under the centr;l principle that underlies all coope;ative activity:
that activities are undertaken solely to improve libraries' capicity to meet the
needs of the ultimate users of library and information services. This approach
led to the unavoidable conclusion that the "networking" concept is identical to
the system concept; a]] service benefits and characteristics of public library
cooperation apply equai]y to intertype cooperation. A{d, given this identity
of purpose, it became clear that no separate organization need be established
to allow the system to draw upon all types of information resources in the
service area.

-Thus it was not 1ogiéa1 that discussion of options for services which draw
upon resources other than public libraries be separated from the public library
service discussions in cther parts of this study. For example, the study team
found it did not make sense to explore ILL solely within the universe of the
public Tibraries in the Santiago System in one discussion, and to explore ILL
in the context of access to all resources in the area - and beyond - in a

separate discussion. Similar findings occurred in the wcrk on reference and

other programs.,




_In addition the word "network" itself lends confusion. Here in Ca]ifdrnia,
many .use this term as a synonym for formally constituted intertype library

organizations. Indeed, most discussions of networking assume the éxistenqe of

separate network organization which is somehow linked to the public library
system. Furthermore, a “network" is generaT]x;considered to include only
1jbraries, rifggr than a broader range of information providers. These limita-
gions were abandoned during the study. The focus instead became how best to
tap into the full range of area information resources, including non-traditional
resources such as county health departments, consumer advocacy groups, and
private individuals with speéia] skills sdch as fluency in an uncommon language.

To avoid confusion with traditional networking definitions and better

present this concept of a single cooperative framework for services, a new term-

. is proposed: “"Multi-agency Cooperation", or MAC for convenience. A1l information-

L2

providing ®ntiti2s can conceivably share their resources in some reciprocal fashion
under the MAC concept, aiways with an eye to benefiting the citizens of the system

service area.

The remainder of this discussion is founded on the MAC concept.

CURRENI LEVEL OF SERVICE
Until recently there have been three separate library network organizations
operating in the Orange ‘County area, in addition to SLS.

‘ The first is the libraries of Orange County Network (LOCNET), established
in 1974 witn the aid of an LSCA grant. It provided for intertype reference and
interlibrary loan services, as well as supporting communications, delivery, and
trainin; activities. The servicés were provided in cooraination with system
functions by the LOCNET Reference Center (which jnc]uded ILL as wel” as reference).

The original 33 LOCNET members, representing public, school, academic and
special libraries, have increased over time to approximately 100.
Organizationally, LOCNET is separate from the Santiago Library System, as

L7
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an association with its own constitution and by-laws. LOCNET services have
been funded, staffed, and operated primarily from state and federal m nies -
previded to SLS, and by LOCNET member in-kind contributions.

In November of 1981, the LOCNET center's professiona] staff resigned,
dnd the center phased out direct centralized reference and Toan service by
the end of December, 1981. Many LOCNET members indicate they can no longer
provide in-kind service as before. The current level of LOCNET service is in
flux, and cannot be determined.

The second organization of the Santiago service area is the Orange County
Library Association (OCLA), founded in 1920. It is primarily a social organiza- .
tion comprised of individual librarians from libraries of all types, rather than of
individual 1ibréry agencies. It did at one time compile and issue a union list
of se(ials, dsing donated funa;—;;a services. )

~ TEe remaining organization in the Santiago service area is the Public
Library Administrators of Orange County (PLAOC). This comprises\the Tibrary
directors of all public libraries in the county, and predates the membership
of those libraries in SLS. It focuses on local administrative concerns. Since
the present focus of OCLA and PLAOC is not on networking, they will not be

considered further in this report.

SERVICE SPgCIFICATIONS FOR NETWORK SERVICES
. The critical question is, what are the se{:?ges needed by network members?
Discussions with LOCNET members indicated that their usgrs' service needs did ’
not differ significantly from the needs of Santiago's clients. §oﬁe examp les

.of those needs are: '
- access tc on-line services is needed by a high school librarian to
idénfify needed curriculum materials, or by a company librarian

whose legal department's small size doesn't justify costly

subscriptions to legal data bases N




- “a university library needs technical nursing materials from a community
college library

- a public Tibrary wants to refer a user to a nearby 1ibra£{ for an
engineering journal

- a community college library wants to find training in interlibrary
loan piocedures for its clerical staff

Upon analysis, it is apparent that these reqéitements fall into the same

categories discussed in other parts of the study:

- access to collections

- question answering ard referrals

- communications and delivery services

- administrative services

Those service needs are the Ssame as the/gLS-specific needs discussed in

other parts of the study. Service specifications would be the same for servéyg

intertype users as for serving public Tibrary users. In other words, no

separate service specifications or performance objectives are needed for multi-

3

agency cooperation services.

ALTERNATIVE STRUCTURES FOR MULTI-AGENCY COOPERATION SERVItES

Existing methods for multi-agency activity in California and other states
were reviewed. The predominant pattern was of a separate network organizatigp,
such as LOCNET. But as mentioned at the beginning of this section, the study
found that the desired inter}ype services can be provided without requiring a
separate organization. People can be served through any information agency tney
approach, regardless of the type of information agency. The essential for
multi-agency service is not organization, but access.

Such mufti-agency cooperation includes any gptity so long as and to the

extent that it has an information-providing potential. Three examples of

T

i,




_iiformation providers” follow:

- a library of any type is almost exclusively an information-providing
organizatien .

- a county.health gepartment has a limited but very real information-
previding potential, giveh the specialized materials it maintains

- a local individua® bluent ir an uncommon language can contribute that

skill when needed i an information context.

Six passible methods to provide multi-agency cooperation services are
described in Table 12d at the conclusion of Section 12, Legal Structures. Five
of those alternatives do not require a séparate organization: methods 1, 3, 4,
5, and 6.

On the other hand, one method (#2) calls for the establishment of a separate
organization for multi-agency cooperation (MAC}. If selected, this (or any)

-~ ‘organizatian-based alternative method would have service specificativns for the
organization itself, distinct from. the specifications for its use. Those organ-
izational specifications are:

a. clear, user-focused service objectives. Without such clear state-
ments, MAC participants and the public will not readily understand
the value of MAC services

b. formal/ commitment from each participant

C. agreeé upon protocnls and procedures for MAC services

d. maximum use of existing funds and resources. Althcugh this does not

~ preclude seeking outside additions to the local or regional funding
base, MAC can be effective based on existing resources

e. regular monitoring of MAC activitizs and services. h means of
oversight is necessary if services are.to remain respons{ve, and
if MAC is to remain accountable to its users

f. require each member to contribute to supporting the cost of services

ERIC in order to stabili.e funding. This can be either by contributions

181
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(weighted or not) or by payment for seryices. Reciprocity considera-
tions are part of this determination.

g. equitable representation for all participants in MAC decigion-making.
This is axiommatic in cooperative groups. Examples from California
include one member/one vote, as with Ca]ifornia cooperative public ’
library systems, or some type of weighting

h. minimum of hierarchical levels and switching points needed to bring
MAC services to end users

i. regular communication with participants. This ean be by e.g.,
newsletters or meetings

J. appropriate encouragement for participants to modify their own
services to utilize others' services that are peripheral to their

own users, while focusing on meeting the basis service needs of

LS
v

‘their primary user populations.

Performance objectives would basically be yes/no paraphrases of the organiza-
tional specification.

. One implication of this is if Santiago w{shes to use LOCNET as its vehicle
fé} multi-agency cooperation, LOCNET should be modified to meer those organiza-
tional specifications and performance ijectives.

A FINAL CONSIDERATION

Whetiher organized within or outside the cooperative system umbrella, multi-
agency cooperative services are improved if there is participation by agepfies
of all types, including non-library information providers. Available resources
and expertise will be overlooked unless channels to all types of agencies and
individuals are explored. The more MAC participants are aware of all resources

both in the area and beyond which can be tapped through the public library

system, the more effectively those resources can be used to the fullest. Full
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| ! participation in the p]annfng of MAC services by pub]?c libraries and a repre-
‘ . \

sentative group of other information providers ensures that évery resident can

/ receive the benefits of multi-agency cooperation.




12. Legal Structures

The study reviewed the existing Joint Exercise of Powers Agreement

(JEPA) establishing the Santiago Libfary System, as well as selected agree-
ments of Gther cooperative organizations. It examined available alternative
legal, structures and explored théir relative advantages and disadvantages. It

should be noted that this discussion of alternative legal structures is under-

taken with one very important disclaimer: It is not within the scope of this
study to provide legal advice to the cooperating library members ;of the Santiago
Library System or any System. Should changes to the legal structure of the
Santiago Librarzfsystem be found desirable by the member libraries, each
partic{pating jurisdiction shouid consult its own legal counsel with regard

. 3
to specific terms and conditions.

CURRENT LEGAL STRUCTURE OF SANTIAGO .

) The Santiago Library System is organized as a separate public agency,under
a Joint Exercise of Powers Agreement among the public libraries of Buena )

Park Library District, Placentia Library.District, Yorba Linda Library District,
Huntington Beach Information and Cu]tdfg] Resource Eenter, Newport Beach Public
L{Brary, Santa Ana Public Library, Anaﬁéim Public Library and Orange County Public
Library, Fullerton Public Library, and Orange Public-Library. Orange County is
designated as fiscal agent, and as such, enters into contracts and other

administrative transactions on behalf of Santiago Library System.

Alternatives for System Legal Structure in California

The CLSA (Section 18710(c) of the Education Code) contains only one requirement
relating to the legal structure of systems, as follows:

"(c) 'Cooperative Library System' means a public library system which

consists of two or more jusisdictions entering into a written agree-
ment to implement a regionaJ program in accordance with this chapter,

and which ... was designated a library system under the Public Library
Services Act of 1963 or wac.a surrescnr to such a library system."

(Emphasis added)
ERIC | ¥
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~
Moreover, “"jurisdiction" is defined in the chapter as a
“county, city and county, city, or any district which is authorized

by law to provide public library services and which operates a
public library". (Section18710(i) of the Education Code):

4 14
The language - "two or more jurisdictions" - would appear to prec}ude as the
legalk structure for a system any type of library censolidation re$u1tiﬁg in a
single jurisdictional agency, such as might be accomplished throuéh formation of = -~
a spech} district. Further, the language requires that the parties to the
agreement.be public jurisdict%oﬁ;, which would éppear to preclude the consideration of

a non-profit corporation (which can be established only by individual persons, not

7 public agqncies) as an alternative legal structure for CLSA purposes. (

It appeais,then, that the alternatives available to systems under the CLSA are
a Joint Exercise of Powers Agreement, enabled by‘Govt. Code 6500 et seq., or a
"simple written agreement among the jurisdictions based on the authority of public

agencies to enter into contracts in furtherance of their express and implied powers".*

———

*Informal Advice, Mary Michel. Deputv Attornev Genera1; dated August 20, 1980.

i<~
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The chief difference between a simple written agreement and an agreement

entered into under the Joint Exercise of Powers Act is that the latter may

create a separate legal entity separate from the agreeing parties. Some

of the structural characteristics of Systems established under each are

shown on the following table:

Table 1?a

V4

A. HWritten Agreement

B.

Joint Exercise of Powers Agreement

2

1. -A separate public entity is not '
established.

2. One party to the agreement is
designated (fiscal and/or
administrative agent) to act on
behalf of all parties in such
matters as conwracting, employing,
receiving and disbursing public.
funds.

3. The powers exercised are those of
the desiqr..ted party (agent), but
may be limited by the agreement.

4., Review and audit requirements may
be established by the agreement,
or be those of the agent.

Separate public entity may be
established, which:

a. may itself as an entity enter
into contracts, and own or
dispose of property,

b. may itself as an entity émpIOy
staff, .

c. may designate a party to the(1)
agreement as “"fiscal agent",

d. may authorize the entity to
appoint a "fiscal agent" from
among the parties to the ag~ee-
ment,

e. "Fiscal Agent" may be custodial
only,

f. "“Fiscal Agent" may be provider
of full fiscal/administrative
services, and act on behz1f of
the parties.

Separate entity may not exercis®
powers which are not held commonly
by the parties.

Review and audit requirements of
Gov. Code 6500 et seq. must be
complied with, and provided for in
the agreement.

(1)“Fisca! Agent"
aggregate of Treasurer,

i$ used in this context and for this analysis to reflect the
Controller and Auditor requirements of Government Code

6500 et seq., although the requirements for each are not identical to one

ano ther.

This analysis does not attempt to explore the multitude of configura-

tions for allocation of fiscal responsibilities possible under a Joint Exercise

of Powers Agreement. Such allocation is discussed in Section 9, Administrative

Services.

L4
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Under a simple written agreement which does not establish an independent entity
(system), it is required that one specifically designated party (jurisdiction) tov
the agreement be empowered to act on behalf of all tﬁé parties (be agent for the
system). In that case, all acti\ities which the cooPerating 1ibrary members wish
to un;ert;t; are subject to the restrictions of charier, statute, ordinance,
regulations and procedures governing tée operations of that single designated
jurisdiction. An example of how this requirement might affect éystem business would
be when a system organized under such a written agreement needed to contract with
a private consultant to conduct a study of the feasibility of a jointvcircufifion .
system. If, under its charter, the jurisdigtion designated as agent wéée prohibith
fromAsecuring such services other than through the civil service system, the agent,
in this case, could not act in the iystem‘s intere t due to its own cénstraints. .
1t should be noted, however, that a‘humber of systems have operated successfully,
with flexibility, under simple written agreements of this sort, or even with a joint
Exercise of Powers Agreement in which the system it;é1f is not empowe eq to act in its
own behalf. The above example is offered as a worst case situation that could be

avoided by a legal structure which empowered the system, as an independent entity,

to establish its own procedures.




<

Legal Structure of Other California Library Systems

Table 12b displays the leqal structures of California's existing cooperative
library systems, and notes the characteristics of their agreements as outlined in

Table 12b preceding.

Table 12b .
— System Characteristics

Bay Area Library and Information System(1) A. 1. 2. 3. 4.

s 40

Black Gold Cooperative Library System' ') B. 1. c. f. d. 2. 3.

A,,J// . 49/69 Cooperative Library System B. 1. c. 2. 3.
Inland Library System ) B. 1. c. ?x f. 2. 3.

Metropolitan Cogperative Library System B 1. c. f. 2. 3.

Montzrey Bay Area Cooperative Library
System

. Mountain Valley Library System

North Bay Cooperative Library System

North State Cooperative Library System(3)

Peninsula Library System

San- Joaqu¥n Valley Library System
Santiago Library System(a)

(1)

serra Cooperative Library System

South Bay Cooperative Library System
()

B

A

B

A

B.

(2) A
B

A

B

B

South State Cooperative Library System

(1)A new agreement is being developed.

(Z)This struciure is based on a series of bi-lateral agreements between the
"fiscal agent" and each of the members.

(3)The »plan of Service" constitutes the written agreenent.

(4)Hith regard to contracting, System r ~antract with its members; the
fiscal agent contracts with oqtside gs.
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The data in Table 12b above do not refyect all variations in the terms of the

fifteen agreements, nor all oxganizational structures of the fifteen systems.’ The
characteristics d2§p1ayed relate only to the differences which derive from the extent

tofwhich systems avail themselves of varying degrees of autonomy.

¥

A11 of the cooperative library systems in California currently provide the
services and perform the functions required by CLSA, asioutlined in prior chapters.
This discussion is not, however, limited to CLSA-reguired services and functions. Al
" of the systems do providé}or have provided a range of other programs not required by

CH%Q;ﬁ Therefore, it can be assumed that any of the various legal structures in place
at this time allow the offering of programs or services beyond those funded or

required by CLSA.

LEGAL STRUCTURE SPECIFICATIONS

The ;xtent to which a system elects to offer a greater number of services has
depended and will contiﬁhe to depend on identified client needs in the system service
érea, the extent to which cooperating member 1ibraries are able and wish to use the
system to respond to those needs,~and the resources available to the system. These

issues must be resolved by the system in response to prevailing conditions.

Notwithstanding CLSA eligibility, the legal structure for a system depends very
much on what the system administrative council agrees it wishes to be or to do. The
legal document which establishes the system should express that overeaching goal,
and the structure which it establishes should be one which facilitates; its realization.
. Neither the documents supp]?EU\by the Ségtiago Library System nor the data cellected
by CSL study team members in this effort reveal any definitive expression of agreed-
upon overall ;ystem purpose(s). Therefore, discussion of spec{fications will be general
to the legal structure of systems, and not specific to the Sagﬁiago Library System.

The specificdtions (or eesirab]e characteristics) of a legal structure which have been
developed are.those whiéh can best serve the purﬁosesof the cooperating members, in l
whatever ways service needs aﬁd political/economic conditions may be manifested

1'. (A
~ .,
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over time. The legal structure should provide the maximum flexibility for thé system
while protecting the local or fﬁrisdictiona] autonomy of all cooperafing members.
The following specifications are proposed for a system legal structure:
1) 1Is compatible with system's expresséd goals.
. 2) Allows system to respond with ease to changing program or
_,/// administrative. needs.

3) Enables system to generaf; a variety of revenues (LSCA, CLSA, other
federal and state programs, payment for services, cont}acts,
levies/fees, gifts and donations, sales, etc.).

- 4) Protects member jurigdﬁctions from 1iabi1it¥ for acts gf the system.

5) fProtects autonomy of member libraries as necessary. 7

. 6) -Provides for ownership of assets and their d{sposition in case of
system dissolution.

7) Allows expansion or retraction of membership with minimum effort.

8) Specifies accountability for service delivery and management of funds.

9) Enables system to access all area information and library resources.

! -

PERFORMANCE OBJECTIVES

<

For each of the above specifications for legal structures, at least one measurable

N,

objective has been identified as follows. Though each objective is expressed as an
unspecified pekcentage, in accordance with the M.0.U., it is likely thaf"many'of ;
these objectives will be viewed as all-or-nothing propositions, with 100% or 0%
adopled as the desired rating. ' N
% of lawful system decisions are legally capable of execution. 4
___% of programs and activities approved by the Administrative Counc

0 are legaTly capable of execution within the time required.

Available and potential revenue sources are legally capable of being

tapped for system use % of the time.

% of legal actions against members are successful.

Q For % of assets contributed to the system or purchased with system
EMC R 11’):‘, . ’

>
L
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.

funds, a proézss exists for the system to specify ownership or disposition.
_____%-of membership changes can be accomplished without the necessity
of seeking approval of signatory jurisdiction governing bod{es.
Accountability for service delivery and management of funds resides

* " in the same body (System Administrative Council) for ____ % of services
and ___ % of system funds.
% of system attempts to interact formally or informally with

3

area information and library resources are not inhibited by system

legal structure. <

ALTERNATIVE METHODS

8
Based on the above specifications and performance objectives, the following
matrix of alternative methods for establishing a system legal structure has been

developed (Table 12¢c). The alternative methods are displayed on the horizontal

.

axis, the specifications on the vertical axis. The letters represent a sub-

jective rating of how well the alternative methods can be expected to meet the

k}

specifications. . T T~

-




METHODS

JEPA (assurping a separate public entity (System) is established

N\

Table 12¢

- N Syscem Acts on Agreement Designates [Agreement Authorizes itself . :
L its own behalf in ja member as full (System) to designate or change | Written
Specifications contracting, etc., |"fiscal agent" designation of fiscal agent Agreemen
1. Compatible with Systems’ expressed 3 - ' :
goals. LI A c . B8 C
2. Allows System to respond with ease to :
‘changing program or administrative. . -
heeds. g ~ A C B o . C
3. Enables System to generate a variety -
of revenues (LSCA, CLSA, other -
federal and’state programs, payment
for services, contracts, levies/fees, ﬂ . .
gifts and donations, sales, etc.). A . C B c
4. Protects member jurisdictions from !
liability for acts of the System. A A A A
5. Protects autonomy of member A )
libraries as necessarv, A A A A
6. Provides for ownership of assets -
© and their disposition in case
of system dissolution. A 8 A B
7. Allows expansion or retraction of .
membership with minimum effort. A A A A
8. Specifies accountability for g’
service delivery and management ‘
- of funds. ‘ A c B c
9. Enables Sysfem to actess all area -
*  information and library resources. A B8’ B8
‘ A Good likelihood of success .
8 Probable likelihood of success N
C Small likelihood of success. 0
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One of the dpecifications identified above merits special discussion: "Enables

system to access all area information and library resources."

The issue here‘is how the sys?em can facilitate its interactjon wi?h libraries
and other information providers who are not puhlic 1ibraries and are therefore not
e11g1b1e to be members of a system as defined by CLSA. It has been assum;d that
systemw1de mu1t1-agency cooperat1on can bestjbe ach1eved by the system's acting -
on- 1ts own behalf. A1ternat1ves wh1ch wou]d’dep;nd on independent interaction
beaween individual public libraries and othir types of ageficies are specifically
omitted from consideration. The a1ternat14£ methods for facilitating mu1t1-agency
relationsr_ﬁps are displayed in Table 12d/w1th the relative advantages and
- disadvantages of each.‘ This buiTds on difcussions in several preceding chapters of
- multi-agency cooperation as a means of en ancing the effective delivery of services

to the users of the cooperating member libraries of the Santiago Library System.

" L]
s .

i
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~METHODS

T “ADVANTAGES

DISADVANTAGES

T. JSeries of bi-Tateral service
agreements between system and
others (subscr1pt1ons. con-
tracts, reciprocal or for fees).

., L.ear channel to special resources.

rRecuurse if service below expecta-
ticns.

Avo.ds,organ1zational complex1t1es
anG overhead.

information providers, -

Facil1tate5waccess‘t0‘all‘type§ of

May not exploit total resource base.

Does not promote resource sharing
among other than public l1braries
(the. System)

Tstablish or participate in an

intertype organization (non-
profit corporation).

-

| overhead).

Recourse if service below expecta-
t1ons.

Could receive services and bene-
fits of broader based organization.

Maximizes acceSS‘Wh+4e_a1g1gl%%UJ
-organizational duplication. —t

2. FaciTitates participation and Overhead costs {e.q., meetings, etc.)
intertype organization (non- access by all types of information protocols, by-laws, member communica- -
profit corporation, association). | providers. . . .] tions. ]

: Could attract funds (grants, etc.) May not exploit total resource base.
for organizational programs. :
-Serves user at library of choice .
rather than public library only. - .
3. Contract for services with an May not exploit total ‘resource base.

4. -Exploit other externally funded
resource programs (e.g., SCILL,
CLSA/ILL).

No overhead (outside entity makes
arrangement).

Finite universe. ]
Funding may not be stable (e.g., SCILL)

5. Contract with other externally “Avoids duplication (no overhead). Finite universe. . "
funded resource sharing pro- » , o . .
grams (e.g., SCAN, other System ﬁgggg;:e if servfce below expec Funding may not be stable.
Reference Center). * ’ Nc_inputmechanism. . ..

5. Ad Hoc. No overhead. No- predictéble service deTivery.r

hY

-

Table 12d

\

,'*)




, 13. lmpliementa’tion

The ten program/service sections of this study describe a wide range of
alternatives for chenge.\ It is essential to plan carefully fer the implemen-
tation of those a]ternatlves in order to preserve un1nterrupted provision of
serv1ces 0bv1ous1y, everyth1ng cannot be done at once; therefore a carefully

considered and sequential implementation plan is necessary. In this area too,

the Santtago Library System has a choice of approachesl However, a suggested

plan is out11ned below. - i
- TEW AND REACH CONSENSUS ON EXISTING SERVIUE NEEDS.

ks

II. IDENTIFY THE PRIORITY ORDER IN WHICH CﬁANGES TO SYSTEM PROGRAMS,

IS

. SERVICES, AND/OR STRUCTURES WILL BE CONSIDERED. Criteria should

» inciude suchhitems as (1) seecific existing deadlines (such as

- June 30, 1982,\ending date for the'SLS/SCAN service agreement);
(2) what ;erviceé[prpgrams/structures need to be in p]ace before
next level changes'can be made, (3) what areas of services/programs/
structures are clearly in need of change (4) what areas can be left
."as is" without negative effect. ’

One such possible priority list would te:

Program/Service Comment

A. Reference Services: Action must be taken prior to the
- ~ June 30, 1982 ending date of the
SLS/SCAN service agreement.

B. Citizen Involvenent: SAB duties include assisting in
. ’ the development of the System Plan
. of Service, and advising on the
need for services and programs.
This is currently an unmet CLSA-
requ1rement

197




III.

" Program/Service . . . Comment

Administrative Services: ) An ear]& decision on this point
. will enable SLS to bave a frame-

for the gggglggmani—ef'
i Ograms .

Cooperative ing Aspects of items D, E, and F must

be considered as & who]e due to
the implication each has to the
others.

Networking

-~

Lega1‘5tructure

Special Services: This also is an area of unmet reeds
' but will require the preceeding
elements to be in place for proper

- development.

Communications
De11very

D1scret1onary Serv1ces

2

MATCH THE ALTERNATIVES AGAINST THE SERVICE SPECIFICATIONS/PERFORMANCE

- ’ *5% N *
OBJECTIVES. Select the option that will best meét the/ service specifi-

.cations/performance objectives within the framewo?k*of reasonab]eness of

cost and other key issues. If,at this point, no s1ng1e a]ternat1ve is-

acceptable, existing a]ternat1ves must be modified or new a]ternat1ves

developed. _

.

.  DEVELOP A MONITORING, REPORTING, AND EVALUATING MECHANISM TO ASSURE

AVAILABILITY OF ADEQUATE INFORMATION FOR THE ADMINISTRATIVE COUNCIL'S

ONGOING DECISION-MAKING. Once each service/progrém/structureois in place,

it is essential that key/ﬁnformation be recorded on a regular and continu-

ing basis iq order for the Administrative Council to evaluate the progress

for timely adjustments to be made, (if necessary).

A\




SANTIAGO LIBRARY SYSTEM
A LIBRARY COOPERATIVE

429 CITY DRIVE SOUTH
- ORANGE, CALIFORNIA 926488
{714) 634-7849

N .
. Novezber 5, 1981 ' |

Gary E. Strong .
California State Librarfan -
California State Library

Library .Courts Building.

P. 0. Box 2037

Sacramento, Ca. 95809

Dear Gary:

The Sentiago Library System requires consulting assistance for a conplete review
of all programs, services and structures. Kith a final report outlining the

- following:
- Alternative structures =~
- Corparative costs of each , ‘
- Comparative advantages/dis-advantages of. each

As you are aware we have no professional system staff currently employed and the
system services are being performed by Cooperative Board Comfttees, individuals
and by contract agreement for reference service with Los Angelss Public Library/
SCAI.- Therefore, it s imperative that ws obtain inmediate assistance in design-

ing the best possible structure of system programs. We request consulting assis- .
tance from the Californfa State Library to assist us in this effort. .

Jim Henson, State Consultnt‘. has indicated ‘th‘at you would be willing to proyide
a State Library Study Team that could perforw this activity and complete the work
no later than March 1, 1982, Please advise us of your decision at your earliest

convenience. .

Best Regar&s.

J o | x
Davic(( Snow; Chafrman . S g
Santfago Library System Counci)

pS:rk \
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S W8 Puréose:

2. SCOPE:

. . Appendix B
- \
. . -A : ¥

Memorandur of Understanding

Study to be Performed on-behalf of ‘the Santiago Library
- System (SLS) by the California State Library (CSL)

December 2, 1981

»
H

The purpose of the study is to examine and provide alternatives and comparisons
of poteritial SLS structures, programs, and services, in order to best serve th%
t.2eds of the community and member libraries. ‘

o

-
»

The siudy will provide costs and advantages/disadvantages of alternatives for
the following structures, programs, and services, which will be specific to the
SLS: service -area: :

“
'

A. Legal Structure

‘B. Governance SRS
1. Policy Management
2. Admin. Management e

., C. Organizational Structure (Personnel, Acct., etc., POSDCORB)
D. Programs/Services )
1. CLSA Reference

2. CLSA Communications:
. 3. CLSA Delivery
4. (CLSA SAB) . ,
5. CL3A Other
6. Other
7. ILL -
- B. Special Services
E. Network

1. Structure .
2. Organization
3. Services )
4. Funding °
. F. Citizen Involvement (SAB, etc.)

»

‘The California State Library, working‘coéperatively with SLS and LOCNET members,*

will produce and deliver a final report in coniormance with the purpose and ,
scope of the study.

SLS,meﬁber libraries will designate individuals to provide support for the study,
including consultation, data gathering, analysis, arrangements g#and’ such other
asgistance as is necessary for the success of the study. '

Outside (third party) experts shall be used ofily for such purposes and for such
times as shall be mutually agreed by SLS and the. State Library. All expenses .
connected with-the use of outside experts shall be approved in advance by SLS

and the State Library. All such expenses shall be the responsibility of SLS; not
to exceed $7,500. ’ . c,
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' SCOPE: {continued) .

* 6. Delivery‘Datc: The California State Library,shall deliver a fiﬁgi‘report to SLS
in fifteen (15) copies by March 1, 1982; including one cameraiready’quality
master copy. .

7. Following delivery of the final rqpbrt, the California State Library.will provide
the necessary technical assistance for analysis, evaluation, and implementation
of future services and structures of SLS. .

S - K3 i g

8. SLS shall approve the form and scope of the final report prior to delivery of
the final report. ’ ] #

9. Ownership: The' final report shall be a government document, published in the
public domain, that shall not be sold for profit. CSL shall be responsible for
providing copies of the final report to depository libraries in conformance with
the -"Library Distribution Act."

10. Distribution and/or duplication of additional copies of the final report shall
be the responsibility of SLS. SLS shall be under no obligation to reproduce
and/or distribute additional copies of the final report. -

11. Dﬁrihg tbé progress of the study, all inguiries by outqide‘partfés for information
regarding the study shall be directed to SLS. ) '

- .t =
-12. SLS and CSL shall each designate a contact person who shall have primary responsi-
bility for all communications relating to this study. ‘ . s

13. Any changes to this memorandum shall be in writing and shall be agreed to by both
paxties.

14, The struétures, programs, and services (paragraph‘Z above) are defined in "scope
statepents", which are attached and are considered part of this agreement.

. 2 %L [~ L ¢
By: / / b ;.7 L:‘ng By: , VA .«”v',.’/ (. -715 P 1.)
| G R 7T e

California State Library . Santiago Library System '

o

7 0 14

] . . - | e L
Date: i‘)(?,;,( MR Y (‘{X’L_ l o /9 /) ]
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B.1.

B.2.

c.

U . REVISED"12/22/8]

Attachment to "ifemorandum of Understanding" - dated 12/2/81

%

Santiago Studx_rikevised,Seopg Statements
k]

Following are revised-Scope Statements, for internal working
purposes oaly, until such time as they arxe approved by the
Santiago Council.

e Y

Legal structure. This will Peview the existing Joint Exercise of Powers

e ~

-agreement (JPA) and selected JPA's of other cooperative gorganizations, and

.

explore other methods of organization (e.g., non-profit corporation).
. ‘ ‘ |

. Govenance - Polic& management. This will review the existing ways policy.

is developed and exercised, including the role of the System. Council and
System Council meetings and agendas; other named fqﬂctionaries in the JPA
'{e.g.,‘the Fiscal Agent);,‘id System or member library staff. The role of
relevant statutes and furiding bodies (e.g., CLSA/CLSB) will be explored.

4
) v

Policy management factors involving user involvement in advisory or other

roles will be largely covered in F., Citizen Involvement.

*

N N B
Governance - Adminis&xative management. This will. review the general way in

, which the System admiListers itsel£: Examples might include having an ad--
ministrative officer who would be a System employee; divfilng all tasks
among member libraries; contracting out; committees; etc. It will include

5% .

the necessary elements of % management information system and other factors

that give the System oversight over its programs. Review of the System Plan -

of Service will be included.

’,
»

. This element will also describe how day-to-day supervision of System programs
is provided, and the rgsponsibilit{es and functions of those involved.

L)
I3

Administrative Functions. ° This will review the wgys in vhich administrative

" services and resources are provided to support System programs. Exaoples -

AY

include: . -
- Communications (c.g.; member/staff newsletter; publications)

— Data collection and organization (both program .and administrative)

Fiscal ‘services (budget preparation.and monitoring; receipt and -

\ disburscment)pg{funds; hudits; payroll; claims; etc.)

. -

* o *202
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D'z'

D. 3'

- Grants administration (to the extent not directly in D., Programs)

. Legal services ) . .

v

- Pérsdgpel (recruitment; salary; benefits; Affirmative Aefion; ete.)

- Property, equipment and supplies (procuremept, maintenance, inventqry)

L3S AN

The Santiago System Administrative Policy Manual will also be reviewed.

CLSA Reference. The System's program under Ehuc. Code secs. 18740 and 18741,
and Administrative Code Title 5, secs. 20150 and 201‘1, will be reviewed.
Develop alternative structures for delivery of reference services, each
alternative structurz to include advantages and disadvantages and costs.

-

One of the alternatives is to be the structure previousiy in plaee.

! -
Factors to be considered in developing aiternative' structures are: ¢1) Re-
quirements of the Library Services Act; (2) Refecence services provided by
member libraries; (3) Reference functiens performed by system staff, possibly
including training, question answering, I & ﬁ, finding tools; (&) Availability
of funding; (5) Other 1nformation services available, and. (6) Service needs

for the area,served by the Santiago Library System.

4 L

CLSA Communications. The requirements and methods of providing service and

administrative communications between System members under Educ. Code sec.
18745, as well as between the System, its members and other agencies both

| . N .
within and outside the System area, will be reviewed. It is expected this

xeview will focus on the appropriateness/costs of the present structure,

consider possible avenues of improvement to be explored, but not explore

those‘alternativeé in depth.

-

LY .

CLSA Delivery. The requirements and methods for delivering materials,’ ha.d—

copy communications, etc. between System members under Educ. Code sec. 18745,
and between the System and «ts members, as well as other agenc1es both within
and outside the Sy:tem will be reviewed. It is expected this review will .

focus on the reasonableneas of the present structure, consider possible avenues

of improvement to b.: explored, but not explore those alternatives in dépth.

-

CLSA System Aévisory Board. (This vill b. examined under F., Citizen Involvement. )

[ —
-
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2 D.5. CLSA Other. The programs and potentials o}'Equal Access, Universal Borrowing,

- . Statewide Communications and Delivery, State Reference Centers, and Data Base

developnent will be reviewed.

e

e LT~ : ‘ ) —
D.6. Gcher Programs. This will review and explore provisions of indirect services
. to member libraries or other agencies and direct services to the general

public, as distinguished from direct services to special client groups (which

is covered in D.8. Special Services). Examples of services and programs in-
) . cluae training; specialized acqulsitions and cataloging, graphics; bulk pur-

chases, etc. Possible methods include grant programs (e.g., LSCA, NSF) ;

contract services fof members and/or other agencies in the area; system-wide

4 i

wolunteer or ip-kind programs;?and others.

a . e

5.7. Interlibrary Loan (ILﬁf This will explore ways in which the System might assist -
‘its members in those aspects of filling ILL requests that are not included

in other elements -of the study. Verification, protocols, and procedures, -

locatiqns for.holdings not available on-line, etc. may be included.

-~

. & W, R ~ —_—

e

- l . .
D. 8. Special Services. This=will discuss possible roles for the System in develop-

ing direct system serv1ces to pecial client groups. The responsibility of

=~ federal, state and local funding sources Wlll be outlined. Indirect service

programs that address similar ‘concerns will be included in D.6.¢?ther. .

= t———

- SN

E.1. Network — Structure. , This will explore the form in which relationships
-between all libraries in the area are pursued. It'will discuss the nature

. of the Libraries of Orange County Network (LOCNET) . It will also discuss the
relationships with each other of the System, LOCNET, or other intertype .
arrangements, Public Library Association of Orange County (PLAOC), and the .
6ran§e County Library Associat{in (oCLA). . ] ’ ,

1 . -
— e .

‘1
E.2. Network — Organization. This will review the methods for promoting and admin- -

~—

istering interlibrary'relationships in Orange County. Examples might be
Councils, Congresses or Network Administrators. Possibilities to be explored
include the Santiago Library System continuing its present identity separate

1‘ ‘ from LOCNET; an organization that replaces both in some fashion; or othérs.

- .
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E.4.

-

Network - Services. This will explore the services and benefits that a net-

~_ ‘.,
work in Orange County can provide its members and/or others. Examples

include interlibrary loan, training, reference referral, and brokering

.Network - Funding. This will examine possible sources of support for net-

work-type services. Examples include reciprocal arrangements, fees, and others.

Cltlzen Involvement. Thls sectlon will explore ways in which a cooperative

11brary-support organlzatlon, such as the Santiago Library System and LOCNET,
can relate to the community served and involve active citizen participation.
The current Santiago System Advisory Board (SAB) structure and program will
be reviewed, and suggestions for future productive activity provided. Ways

to build a broad range of mutually beneficial system-resident relationships

" will be recommended. ) , -

o™
vy
c"‘
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Santiago System Public Library Members
Data from Public Library Report 1981

Mateiials a| Operating
: Total " | Staff expendi- expendi- * Total |° . -
. g Population; outlets FTE. tures tures Tota] cirgu]a- ’ Interlibrary Joan Total
Library served | 1981-82 1981-82 1980:81 1980-81 volumes tion borrow lent - reference
Anaheim 225,100 5 ~93.73  $309,927 $2,558,682 435,540 1,005,585 1,280 ) 1,389 119,504
Buena Park L.D. 64,100 6 29 102,517 ‘ 805,756 132,926 298,620 131 666 24,131 *
Fullerton i 103,500' 17 58.2 175,882 1,406,144 197,66 873,246 1,314 1,191 82,392 .
Huntington Beach 172,890 4 - 38.5 179,055 1,791,268 292,452 796,695 590 698 66,917
! Newport Beach 65,200— 4 . 39.4 101,630 1,057,610 179,756 551,504 2,129 490 77,478
Orange County ) 972,625 47 295 1,146,411 8,491,223 1,168,911 6,604,297 4,978 " 2,381 826 ,358
‘Orange 94,300 3 54.3 186,884 1,197,028 303,982 636,458 587 628 69,101 T
Placentia L.D. 36,760 3 19.32 69,229 = 614,098 77,235 184,172. 2,593 2,921 ’ ]6,640
Santa Ana — 209,800° 17 72 230,170 1,661,547 354,001 1,064,656 937 . 720 139,584’
Yorba Linda L.D. - 29,600 . 1 25 60,986 574,036 104,150 187,466 1,795 1,048 18,753
b4
> . g.’l
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=
S
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. CLSA Cooperative Pub11c Library Systems
Data from Systems Report 1981

I
. €7

O

5,935

a
i Member
A libraries Questions, . Staff
Population Area Total reference ILL training
System §erved sq. mi. public network expenditure| referral |deliveries | programs
BALIS 1,619,630 1,414 9 - $215,243 1,727 292,283 -
Black Gold 880,050 9,000 7° A 565,638 3,163 87,250 12
49-99 - 852,300. 10,172" 7 21 298,843 2,206 300, 762 6
Intand . 1,565,235 37,504 1 63 418,774 3,453 114,088 ° 10
MCLS . 4 517 095 815 28 - 461,575 8,925 210,981 55
MOBAC ‘Qééléao 3,759 8 4 151,996 1,107 128,416 6.
MVLS 1,;92,679. . 1,341 13 7 312,284 1,974 423,000 -
North Bay 960,285 8,692 12 6 571,956 915 67,518 3
North State 561,110 37,009 13 8 445,624 3,035 376,783 14 -
Peninsula 588,164 454 8 . 40 386,765 1,096 132,070 5
SJVLS 909,200 14,319 7 49 342,281 2,481 32,732 4 4
Santiago 2;000,o§o s 782 10 99 299,671 1,951 NA . 44
~ Serra 11,995,300 8,502 13 141 520??54 " 2,476 584,850 21-
South Bay 1,307,995 * 2,713 8 209 327,021 1,293 60,060 7
" South State 3,035,275 11,384 3 - 688,172 - 18,076 15
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