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Administrative Policies for the Special Library* 
A n  Inventory 

EARL C. GRAHAM 
Librarian, National Society for Crippled Children and Adults, 

Chicago, Illinois 

w HETHER THE SPECIAL LIBRARIAN 

works alone or supervises a 
staff, he must supply to the persons 
served by the library essential informa- 
tion in a readily useful form. The de- 
cisions that are made by the librarian 
in seeing that satisfactory service is 
rendered, are conditioned by the cir- 
cumstances under which the staff works. 
By being aware of these factors, the 
librarian, as administrator, can develop 
administrative policies that are dynamic 
and effective. These policies form the 
framework supporting the staff's daily 
activities. 

In this article I should like to sug- 
gest the factors that determine library 
policies and to list in a kind of inven- 
tory a series of questions, the answers 
to which will form a statement of pol- 
icy consistent with the library's proper 
function. 

In a general library, the librarian's 
job primarily is to make the collection 
accessible to the patron, and the key is 
the card catalog. In a special library, 
the collection is used primarily by the 
librarian to obtain information that has 
been requested or to select and assem- 
ble sources of information. 

In the special library, it is the libra- 
rian who is the key, that is, "the X fac- 
tor in the success of the library."' The 
budget of the typical special library 
reflects the fact that the special library 
is three-fourths librarian and one-fourth 
publications, 75 per cent or more being 
earmarked for staff salaries. 

*Based upon a talk given December 9, 
1952, as part of a refresher course on "Ad- 
ministration and Management Relations" con- 
ducted by the SLA Illinois Chapter in its 
educational program for 1952-1953. 

I t  is generally recognized that the 
special library "functions as a service 
unit, its activities being the centraliza- 
tion and presentation of facts, ideas, 
opinions as they are available in print- 
ed or other sources, and the supplying 
of these facts and ideas at the appro- 
priate time to the appropriate person 
. . The vital function is good service 

at the right time; all else is secondary 
and should be subordinated to itT2 

The administrative approach is prag- 
matic: That policy which contributes to 
good service is good, that which does 
not is bad. Since the results of a library 
cannot be measured in dollars and 
cents, the effectiveness of its services is 
under constant scrutiny by manage- 
ment. The librarian does well, there- 
fore, to maintain a continuous audit of 
the .library functions so as to stream- 
line and improve services in any way 
possible. Alertness and flexibility are 
characteristic qualities of the successful 
special library administratrp. 

Factors Determining Policies 
Since the library is a service main- 

tained by the parent organization to 
help accomplish its own objectives, the 
library must be so administered as to 
effect those goals. The following may 
be considered as factors that determine 
the administrative policies of any li- 
brary. 
1. The parent organization and its char- 
acteristics. In speaking of industrial li- 
braries, Mrs. Strieby states that "special 
libraries are no more alike than the 
firms they serve, which may be manu- 
facturing, merchandising, or service cor- 
porations. M a  nu f ac  t ur  ing companies 
vary from small units, making one spe- 



cific item, to large ones, decentralized 
by type of product. Service and mer- 
chandising organizations may also be 
small, operating entirely within one lo- 
cation, or they may be large and broken 
down by geographical area . . F3 

The librarian must know and must 
arrange to see that he is kept informed 
of the scope of activities and interests 
of the parent organizations, its organi- 
zational structure, and its personnel. 
2. The place of the library in the or- 
ganization. Although there is much dis- 
cussion as to the exact place for the li- 
brary on the organizational chart, there 
is general agreement that the library 
should be close to top management or 
to the executive head of the depart- 
ment which the library serves. Its proper 
place will guarantee it recognition, an 
adequate budget, and less red tape and 
more freedom in shaping its own destiny. 

The following principles will help to 
locate the library on the organization 
chart : 
a. The library should serve all depart- 
ments with equal effectiveness. 
b. The librarian should have personal 
access to heads and personnel in all de- 
partments. He should represent the 
library at inter-departmental meetings, 
and should be in a position to know the 
operation and functions of all depart- 
ments and their personnel. 
c. Personnel *should have direct access 
to library services and facilities. Use of 
the library and requests for library ser- 
vices should not ordinarily have to fol- 
low administrative channels. 
3. Management's concept of the library 
function. Not only will management's 
general policies affect the library, but 
management's attitude in regard to the 
library itself will determine the scope 
of its services and the working condi- 
tions for its staff. 
4. The personnel using the library. The 
number of employees and their location 
in relation to the library will affect li- 
brary policies. In spite of the telephone 
and interoffice mail, the use of the li- 
brary by any one person is too fre- 

quently in reverse proportion to the 
linear distance the person is from the 
library: that is, the farther he is from 
the library, the less he will tend to use 
the library. This may be true organiza- 
tionally: the use of the library is rela- 
tive to the distance from the library on 
the organization chart. The library there- 
fore, must be administered to compen- 
sate for any existing disadvantageous 
situation. 

The types of professional and clerical 
personnel also affect library policies. 
Needs differ among research scientists, 
statistical analysts, executives, and sten- 
ographers. Since their abilities to use 
the library will differ, different types of 
assistance must be rendered them. 
5. Library facilities, staff, and budget. 
Existing conditions in regard to read- 
ing and workroom space, adequacy of 
the collection, size and qualifications of 
the staff, budget, and access to other li- 
brary and informational resources - all 
are conditioning factors. 

Management 
In addition to the circumstances list- 

ed above, management may arbitrarily 
place other duties and responsibilities 
on the library, many of which may be 
beyond the normal range of library 
work but which for the convenience of 
the organization are assumed by the li- 
brary. Although management may right- 
ly claim the loyalty and support of the 
librarian, it is still the librarian's re- 
sponsibility to assist management to 
understand the functions that the libra- 
ry may best perform for the benefit of 
the organization. 

The librarian as administrator can 
utilize his position and his association 
with management in efforts to change 
conditions wherever such changes may 
improve the library's services. The li- 
brarian should be alert to the current 
status of (a)  the effectiveness of the 
library's services; (b )  the conditions 
under which the library staff works; and 
(c)  conditions that should be changed, 
or if not, adjustments in library service 
that can be made to compensate for 
such conditions. 
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In his continuous inventory of the 
library's services, the special librarian 
should remain aware of all areas in 
which his administrative responsibilities 
lie. By a constant search for improve- 
ment the alert administrator is ready 
and capable of making changes when- 
ever opportunity arises. He must know 
the scope of the library's functions, and 
especially, he must understand man- 
agement's concept of those functions. 
His knowledge and understanding will 
be reflected in the policies under which 
he administers the library. Although 
management and other members of the 
organization may be aware of these 
policies only in general terms, members 
of the library staff will perform their 
duties intelligently if they have a sym- 
pathetic understanding of those policies. 

An Inventory of Policy Questions 

The following questions are of the 
kind that should be considered by the 
librarian in the preparation of a library 
policy statement or in the interpreta- 
tion of those policies in the library pro- 
cedures manual. 

1. The library physical plant and equip- 
ment. 
a. Is the library located in the best 
available place? In what ways does the 
location affect the library's services? 
What special adjustments or arrange- 
ments can be made to improve the lo- 
cation or the services in that location? 
b. Analyzing library space and layout 
in the same way, what can be done to 
remedy any inadequacy? 
c. How adequate are the furnishings 
and equipment of the library, especially 
the shelving and vertical file cases? In 
what ways do they affect the services 
of the library, and what must be done 
to remedy any inadequacy? 

2. The library collection. 
a. How adequate is the library collec- 
tion for the services you do or should 
render? What are the limitations on 
size and coverage that are determined 
by budget, space, etc.? 
b. How much, if any, materials of his- 
torical value only do you have and 

should retain? Are you, or should you 
be, responsible for any part of the or- 
ganization's archives? If so, are they 
being administered properly? 
c. What is your discard policy, and 
what determines it? 
d. What is your binding policy, and 
what determines it? 
e. Are you fully utilizing existing re- 
sources for gifts and exchanges so as 
to acquire useful materials and to dis- 
card unwanted materials? 
f. Are you utilizing existing resources 
that will extend and supplement your 
collection, e.g., interlibrary loan ser- 
vices, photoduplication techniques, etc.? 
3. Policies relating to the library's ser- 
vices. 
a. Are requests for services from or- 
ganization personnel being received by 
the proper library staff member and 
are they receiving appropriate atten- 
tion? What types of requests are con- 
sidered routine, and which require spe- 
cial consideration, or are beyond the 
scope of the library? How should they 
be handled? 
b. Do you and your library staff know 
the occasion when facts and figures are 
to be supplied to answer a request and 
the occasion when to make available 
reference sources where the questioner 
himself seeks the information? 

Is there a satisfactory understanding 
with the organization's research staff as 
to their use of the library and the kind 
of help the library will extend to them, 
specifically in the conduct of literature 
searches and the compilation of special 
bibliographies? 
c. What is your procedure in obtaining 
information from some other library or 
organization? Under what circumstances 
does the library or the person desiring 
the information make the outside con- 
tacts? 
d. What measures do you take to en- 
courage organization personnel to seek 
the services of the library? How effec- 
tively are you keeping them informed 
of the library's facilities? 
e. What is your policy in serving out- 
side organizations and persons? 
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