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LETTERS 

The Qualified Unemployed 

I read "The Challenge for Library Schools: 
An Employment View" [Special Libraries 64 
(no.10): 439441 (Oct 1973)l with great in- 
terest. Having recently received an MLS 
(August 1972, University of Pittsburgh), I 
have a number of personal observations 
which may be of interest. 

My resume does suggest that I have in- 
cluded in my program of study, insofar as 
possible, those topics which Mrs. Usher and 
her colleagues find lacking in many library 
school graduates wishing to enter the art/ 
museum library. Although there is no way 
to document this, other than a record-of past 
achievements and honors, and/or checking 
references, I am not one of the mediocre 
misfits, devoid of both competence and mo- 
tivation. I do indeed have "an attractive 
personality and appearance and willingness 
to work." I am not employed in the field. 

The consensus reached by Mrs. Usher and 
her colleagues is that most library schools are 
not adequately preparing students for em- 
ployment in art and museum libraries. 
Granted! The implication, however, is that 
there are jobs for the "adequately prepared." 
Such is not the case. A realistic assessment of 
the current employment situation reveals 
that, despite generally poor training, there 
are still enough qualified individuals to more 
than fill openings in the field. I t  has been 
my experience that the market is already 
glutted with qualified people who meet cri- 
teria for the well prepared art librarian. 
While I certainly find no fault with improv- 
ing education for art librarianship, to en- 
courage such specialization without ever ac- 
knowledging the lack of opportunities to use 
it is an irresponsible act on the part of art 
librarians. 

I t  is suggested that library schools should 
be more selective in admitting students, espe- 
cially when there are more candidates than 
openings. Again, the implication is that these 
fewer, more qualified people will be able to 
find employment. I would still hazard a 
guess that there are not enough openings in 
the field to accommodate even a reduced 
number of people. From art librarians who 
have had position openings within the last 
three years, I would be very interested to 
know, for each job, how many qualified (i.e., 
people not having the education and per- 
sonal deficiencies noted) applicants there 
were. 

I consider my own experience a case in 
point. Having gone to some effort to over- 
come specifically those deficiencies men- 
tioned in the article, I hit the job market. 
For over a year I have been looking for a 
position in an art library. I am frustrated 
beyond anyone's wildest dreams watching 
my education and ambition going down the 
drain for lack of employment opportunities. 

I cannot be hired for an assistant's posi- 
tion in an art library. The degree makes me 
overqualified and, contrary to the assertion 
that new graduates "wish only to do what 
they consider professional," I have found 
that librarians will not hire anyone with an 
MLS to do what they (the librarians) feel is 
unprofessional. On the other hand, because 
there are so few openings and because I have 
relatively little experience, . I  cannot get a 
professional level position. I find it ironic 
(but not amusing) that the education often 
prevents me fromgetting the experience (i.e., 
being overqualified for a nonprofessional 
position where I might pick up some nitty- 
gritty experience) and the lack of experience 
(and the lack of opportunity) prevents me 
from using the education. 

I realize that the article has called up 
from within me all of the frustrations of a 
person whose ambition is thwarted by the 
lack of opportunities in the field. There are 
people who meet the criteria for the well- 
prepared art librarian (needless to say, I 
think I'm one!), but for many of them, there 
are no jobs, and very few prospects. 

Bonnie B. Trivizas 
Arlington, Va. 22204 

Special Libraries welcomes communica- 
tions from its readers, but can rarely 
accommodate letters in excess of 300 
words. Light editing, for style and econ- 
omy, is the rule rather than the excep- 
tion, and we assume that any letter, un- 
less otherwise stipulated, is free for pub- 
lication in our monthly letters column. 
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Problem-Oriented Approaches in the 
Education of Librarians 

Thomas J. Galvin 

Simmons College School of Library Science, Boston, Mass. 02 1 15 

Some results of a detailed examina- 
tion of changing educational objectives 
in business administration, public ad- 
ministration, education, and librarian- 
ship that have led to adoption of 
such problem-oriented instructional ap- 
proaches as the case method and simula- 
tion in both preservice and in-service set- 
tings. Instructional goals are shown to 
derive quite directly from educators' per- 
ceptions of kinds of knowledge and/or 

skill considered requisite to current and 
future demands of practice. Similarities 
and parallels in educational aims are 
identified among the several professions. 
Nine major assumptions about librarian- 
ship as a field of professional practice 
are found to be widely shared by those 
employing problem-oriented instruction 
in library schools and other training en- 
vironments. 

THE THEME of "Problem Solving in 
Libraries in the '70s" reflects the nature 
of the professional role in special librar- 
ies and information centers. I t  suggests 
that special librarians conceive of their 
work as centering in the identification, 
analysis, and effective resolution of op- 
erational problems that arise in the con- 
texts of libraries and related informa- 
tion-processing, human-service agencies. 
This view of the special librarian as 
problem analyst and problem solver, and 
of special librarianship as an applied 
rather than an essentially theoretical dis- 

Thomas J. Galvin was associate director and 
professor, School of Library Science, Sim- 
mons College, Boston, Mass. He is now dean 
of the Graduate School of Librarx and In- 
formation Sciences, University of Pittsburgh, 
Pittsburgh, Pa. 

cipline, is central to the recent emer- 
gence of the problem-oriented approach 
as a full or partial replacement for more 
traditional instructional methods in both 
formal preservice education and in-ser- 
vice training of professional library per- 
sonnel. It  serves as well in a number of 
significant ways to link librarianship as 
a field of practice with such professions 
as law, business administration, public 
administration, and education by virtue 
of parallel shifts that have occurred in 
teaching strategies in these fields. 

The principal object of this paper is 
to summarize some of the results of a re- 
cent systematic investigation of the ra- 
tionale underlying the current interest in 
such essentially problem-oriented in- 
structional modes as the case method and 
simulation teaching in librarianship and 
several other professional fields (I). This 



investigation took as its point of de- 
parture some seemingly self-evident as- 
sumptions about both professional edu- 
cation and professional practice which 
were subsequently borne out and verified 
through the collection and _analysis of 
data. Perhaps ,the most important single 
finding was the overwhelming confirma- 
tion of a strong linkage between the na- 
ture and content of library practice and 
the nature and content of education for 
librarianship where problem-oriented in- 
struction is employed. While the bond 
between teachers and practitioners is 
clear throughout professional education, 
where the case method or simulation 
teaching have been selected by those re- 
sponsible for either formal or informal 
instruction for professional service, edu- 
cational goals and objectives can be seen 
to derive quite directly from teachers' or 
training leaders' perceptions of the par- 
ticular kinds of knowledge and skill 
which they believe to be requisite for 
success in terms of their understandings 
of the current and future demands of 
practice. Thus, by enumerating the goals 
and values of problem-oriented instruc- 
tion, we may be able to arrive at a fuller 
and clearer understanding of the nature 
of professional practice itself. 

Problem-Oriented Instruction 

Case method and simulation teaching 
are two types of problem-oriented in- 
struction which have been widely 
adapted to the formal education and in- 
service training of librarians, as well as 
to the preparation and continuing educa- 
tion of professionals in other fields. 
Among those who have pioneered in the 
development of these innovative ap- 
proaches to education for special librar- 
ianship are Kenneth R. Shaffer of Sim- 
mons College and Mildred H. Lowell of 
Indiana University in the context of case 
method instruction, and Martha Jane 
Zachert of Florida State University and 
James M. Matarazzo of Simmons College 
in the application of the simulation tech- 
nique (2). Shaffer's work in this area 
dates from 1951; but well before his ini- 
tial reports on this new teaching method 

were published, Richard C. Dahl, then 
law librarian at the University of Ne- 
braska, was urging adoption of the "case 
system" by library educators, and iden- 
tifying parallels among lawyers, business 
managers, and librarians. Dahl argues 
that if students 

can be helped to develop the ability to 
analyze situations, recognize problems and 
determine issues, search out the pertinent 
facts, develop alternatives, and reach rea- 
soned decisions, the school will have gone 
far toward developing leaders for this pro- 
fession (3). 

Special librarians were also in the fore- 
front in recognizing the values of prob- 
lem-oriented techniques in the continu- 
ing education of librarians in service. As 
early as 1961, at the Annual Conference 
of the Special Libraries Association in 
San Francisco, a panel analyzed a prob- 
lem case study, which was subsequently 
published in S@eciaE Libraries with read- 
ers invited to submit additional com- 
ments (4). More recently, Zachert has 
conducted continuing education semi- 
nars under SLA auspices utilizing the 
simulation approach (5). 

Problem-oriented approaches are cur- 
rently well established in both formal 
and informal teaching and learning sit- 
uations. While they reflect a wide range 
of individual differences f q m  one 
teacher or training leader to another- 
there being not one version of the case 
method or simulation teaching within 
any discipline, but -many highly varied 
forms-they are characterized by certain 
common values which distinguish them 
from more familiar content-oriented, de- 
scriptive methods. Partihpant success is 
evaluated chiefly or sole6 in terms of the 
capacity to produce sound, viable, de- 
fensible solutions to groups of problems 
drawn from practice. By contrast, the 
content-oriented, or descriptive, course 
oenters on a body of material which 
"may comprise principles, facts, theories, 
the tricks of the trade, or whatever the 
instructor or someone in authority has 
determined ought to be transmitted to 
and absorbed by the student" (6). The 
major emphasis and objective of the con- 



tent-oriented course is mastery by the 
learner of this body of material. 

Case method and simulation teaching 
are highly analytical and decisional in 
character. Those who have advocated 
their use in librarianship, law, business, 
education, and public administration ap- 
pear to share essentially common views 
and values with respect both to the goals 
of professional education and the nature 
of professional practice in these several 
fields. In each instance, the best kinds of 
profes~sional education and training are 
thought to be those that most nearly ap- 
proximate the reality of practice through 
the provision of learning environments 
that foster development and testing of 
specific skills of complex problem analy- 
sis. These approaches are characterized 
by an emphasis on process over content 
in instruction, aiming especially at an 
understanding of the decision making ex- 
perience in  settings that replicate as 
fully as possible the multiple human and 
technical variables present in the real 
world. 

Assumptions About Librarianship 

I t  is possible to identify at least nine 
major assumptions about librarianship 
commonly held by those who have fa- 
vored adoption of such problem-oriented 
teaching approaches as the case method 
and simulation. These are as follows. 

1) Librarianship is an  applied disci- 
pline. Thus, the principles of librarian- 
ship assume significance only in their 
application to the real problems of pro- 
fessional practice. The  study of librarian- 
ship, then, needs to combine an under- 
standing of its principles or "science" 
with the "art" of applying these princi- 
ples. 

2) Librarianship is an  emerging dis- 
cipline, lacking, at present, a substantial 
fixed body of established general or gen- 
eralizable knowledge. T h e  content of 
professional practice, therefore, becomes 
an important resource to be quarried 
through inductive methods. Clinical 
knowledge serves both as a basis for 
formulating new generalizations induc- 

tively, and for testing tentative general- 
izations deductively. This makes prob- 
lem-oriented instruction, combining in- 
ductive and deductive teaching-learning 
strategies, especially appropriate at this 
time to the education of library per- 
sonnel. 

3) Librarianship is a dynamic field, 
subject to  rapid growth and alteration 
as a consequence of changing social needs 
and emergence of new or revised tech- - 
nologies. Education for librarianship 
should, therefore, emphasize principles 
and processes, rather than the transmis- 
sion of factual information from teacher 
to student often characteristic of con- 
tent oriented, descriptive instruction. A 
major aim of both preservice and in-ser- 
vice education should be to foster learner 
development of skills of analysis and 
judgment, as well as useful ways of think- 
ing applicable to a variety of new expe- 
rience. 

4)  Librarianship is eclectic and inter- 
disciplinary i n  character. Library educa- 
tion- must, therefore, ~ rov ide  'for the 

I 

synthesis of knowledge drawn from other 
disciplines in its application to the solu- 
tion of library problems. 

5) As  a professional, rather than a 
technical field, librarianship demands of 
those who practice i t  the ability to  mod- 
ify and adapt principles, concepts, tech- 
niques, and skills to  meet the complex 
problems of practice. Education for li- 
brarianship should, therefore, provide 
opportunities to acquire skill in the situ- 
ational analysis of highly individualized 
problems drawn from practice, and in 
the resolution of complex problems to 
which there are no obvious, single, 
"right" answers. 

6) Decision making is a significant ele- 
ment i n  the content of professional prac- 
tice i n  librarianship. Education and in- 
service training for library personnel 
should reflect both the changing role of 
the professional in terms of increasing 
supervisory and administrative response 
bility at all levels, and the decisional 
character of professional work in both 
technical and public service areas. Op- 
portunities are needed to develop and 
test decision-making skills in environ- 



ments that do not afford risk to the 
learner, the client, or the organization. 

7) Librarianship is practiced in a n  in- 
stitutional or organizational setting, and 
therefore demands human,  as well as 
technical skills. It then becomes an im- 
portant responsibility of education for li- 
brarianship in both its preservice and in- 
service aspects to foster development of 
skills of interpersonal relations, as well 
as those behavioral and attitudinal char- 
acteristics that enable librarians to estab- 
lish effective working relationships within 
an organizational setting. The goals of 
education for librarianship, therefore, 
become both cognitive and affective. 

8) T h e  librarian must  be a self- 
directed lifetime learner. The content of 
librarianship cannot be mastered within 
a finite period of formal study. The dy- 
namics of social and technological 
change will continue to alter both 
the content and nature of profes- 
sional practice, requiring both acquisi- 
tion of new knowledge and modification 
of existing principles and techniques of 
practice. Education for librarianship 
should seek to make the student respon- 
sible as early as possible for the direction 
of his own lea&ng, liberating him from 
dependence on the teacher or some other 
authority for continued learning. 

9) T h e  administrative and supervisory 
aspects of librarianship are, in a number  
of significant respects, similar to  admin- 
istration and supervision in other fields. 
In general, the objectives of courses and 
training programs in library administra- 
tion and supervision should, therefore, 
be similar to, or in some respects even 
identical with, educational and training 
objectives in such fields as business ad- 
mkistration, public administration and 
educational administration. Accordingly, 
it becomes appropriate for library edu- 
cators and training leaders to utilize the 
methods and materials of supervisory 
training in these related fields. 

Finally, this study has brought to light 
some similarities and parallels among 
the several professions that have made 
significant use of problem oriented in- 
structional approaches. With the excep- 

tion of law, all are emerging, rather than 
long-established, fields of academic study. 
For the professions generally, practice 
serves as a chief source for the content of 
instruction, making them especially 
suited to inductive teaching methods. 
Moreover, librarianship, law, business 
administration, public administration, 
and education have in common the fact 
that they do not derive solely or chiefly 
from a single parent discipline but are 
to one degree or another eclectic. In 
summary, these parallels are at least suf- 
ficient to suggest that newly emerging 
disciplines which draw heavily on prac- 
tice for the content of instruction 
through inductive methods, which are 
essentially eclectic in character, and 
which do not possess a large body of 
established, fixed general knowledge, are 
likely to be most hospitable to problem- 
oriented teaching approaches. 
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Randall's Rationalized Ratios 

Gordon E. Randall 

IBM Research Library, Yorktown Heights, N.Y. 

The  statistics reported by a number be allocated among books, subscriptions, 
of the IBM libraries have been used to and personnel costs. The  ratios, norms 
construct ranges of acceptable ratios of or guidelines are suggested as a manage- 
acquisitions to total collection, loans to ment tool for evaluation or self-audit of 
acquisitions and budget percentages to the library activity. 

L IBRARIANS are compulsive counters. 
For years we have counted our book 
loans, recorded our reference questions, 
enumerated the volumes in our collec- 
tion, and periodically we have gathered 
our numbers into statistical compila- 
tions. T h e  practice, initiated by aca- 
demic and public librarians, is wide- 
spread among the industrial librarians 
without, perhaps, the justification the 
academic and public librarians have- 
accreditation a i d  public support. 

The  industrial librarian uses the sta- 
tistics to advise management of his stew- 
ardship and for comparison purposes. 
This year's data are compared with last 
year's data to establish "progress"-or 
lack of it. When the numbers of some 
other library are available, one's own li- 
brary is compared with that of the re- 
vealing peer. Occasionally the library 
statistics are employed in making man- 
agement decisions and judgments. When 
tgey are, the time and effort spent in 
collecting the data may be justified. 

a e n t  compilation of statistics from 
the u.S.>M libraries provided data 
from which a number of guidelines, 
norms, or ratios were empirically de- 

vised. The  data used were from a small 
number of libraries and covered only a 
small portion of a normal library's ac- 
tivities and services. As subsequent sur- 
veys provide additional data, more 
guidelines or norms may be established. 
Experience in their use may also enable 
us to improve the validity, and narrow 
the range, of the suggested guidelines. 

The  source data are contained in Ta- 
bles 1 and 2. T o  protect the anonymity 
of the librarians, numbers rather than 
library names are used. Table 1 was used 
to construct the ratios of acquisitions to 
collection size (A:C), loans to acquisi- 
tions (L:A), loans to collection (L:C), 
and loans to borrowers (L:B). Table 2 
pertains to budgets which are reported 
in percentages rather than in dollar fig- 
ures. There are three activities for which 
all industrial libraries spend money. 
These three were considered an entity 
and the salaries, books, and subscriptions 
are reported as percentages of that en- 
tity for each library. The entity is also 
reported as a percentage of the total 
budget. The  difference between the en- 
tity and the total budget, when i t  exists, 
is used for rent, overhead, computer 



Table 1. Collection Size, Acquisitions and Loans 

Library Collection Acquisitions Loans Borrowers A:C 

Code A-Books Acquired; 8-Borrowers; C-Books in Collection; L-Books Loaned 

Table 2. Budgets 
Percentage 

Percentages Entity 

Personnel of Entity of Tot. 

Library P NP Total Sol Bks Subs. Budget 

charges and inter-divisional services. The  
guidelines, norms or ratios which were 
devised from the two tables are discussed 
in detail in the following paragraphs. 

Ratio of Acquisitions to the Total 
Collection (A:C) 

In an industrial library the adequacy 
of the book collection is determined first 
by the degree of match between the sub- 

ject content of the collection and the in- 
formation requirements of the using 
clientele, and second by the currency of 
the literature resource. It  is the second 
factor which can be indicated by the 
A:C ratio. In the literature of a chang- 
ing technology books become obsolete. 
An electronics book 5 years old is sub- 
ject to question, one 10 years old is out 
of date and a 15 year old text, if used to 
attack a current problem, may do more 
harm than good. The  major portion of 
the titles in an electronics collection 
should be those published in the preced- 
ing few years. However, even an elec- 
tronics library will have to retain some 
titles of historic interest, regardless of 
their age, and it will need books in fields 
such as mathematics or welding tech- 
niques in which obsolescence of the  lit- 
erature does not occur as rapidly as it 
does in electronics. 

The  industrial library serving a disci- 
pline which is more stable and less re- 
sponsive to technological changes must 
still continue to include all pertinent 
new publications if the collections are 
to be dynamic. A mathematician may be 
willing to use a book on set theory writ- 
ten i n  1930 but he will feel deprived if a 
book in his field and called to his atten- 
tion in a recent issue of Mathematical 
Reviews is not available for his use. 

The  suggested A:C ratio ranges be- 
tween .06: 1 and .I:  1. Expressed differ- 



ently, the number of accessions should 
be between 6y0 and 10% of the total 
number of books in the collection of an 
established library (one that is 10-15 
years old). At the .06:l ratio, 90y0 of the 
collection could be replaced in 15 years 
and in 10 years at the . l :  1 ratio. 

Of the 17 libraries in Table 1, eight 
were within the guidelines, seven below, 
and two were above. The  libraries which 
were below the suggested envelope of an 
acceptable A:C ratio are subject to one 
of two criticisms. If the collection is an 
adequate one, the acquisition rate is too 
low and obsolescence of resource is being 
encouraged. If all of the required books 
are being purchased, the collection must 
then be assumed to contain unwarranted 
deadwood and needs weeding. 

I t  should be stressed that the A:C en- 
velope of .06: 1 to .I : 1 is valid only for an 
industrial library concerned with litera- 
ture covering a changing technology; it 
would not be appropriate for an aca- 
demic library with a requirement to 
maintain volumes for historical pur- 
poses. Neither is the envelope valid for 
an industrial library which is still build- 
ing its basic collection; an A:C ratio 
higher than the suggested envelope is 
necessary in this situation. 

Ratio of Loans to Acquisitions (L:A) 

The purpose of an acquisition pm- 
gram is to build a literature resource 
which is needed and used. The  L:A ra- 
tio can be used as an index of the va- 
lidity of the acquisition activity. While 
it would be possible to keep a separate 
record of the use of the new books, few 
libraries do. Most libraries, however, do 
maintain a record of the number of 
books added to the collection and the 
number loaned. An L:A ratio ranging 
between 3:l and 7:l suggests that the 
acquisitions program is adequate. 

The  data on Table 1 records four li- 
braries below the envelope, five above, 
and eight within it. 

If the L:A ratio falls below 3:1, the 
probability exists that the library is not 
getting multiple use of its books. This 
situation exists when the acquisitions 

program brings in books which are not 
used or when the library serves a sta- 
tionery store's function. I t  buys only 
what is requested and permits the re- 
quester to retain, rather than requiring 
him to return, the new book. 

If the ratio exceeds 7: 1, it suggests that 
an inadeauate number of books are be- 
ing added to the collection and a pre- 
ponderance of the loans are of the older 
titles in the collection. A check of Table 
1 shows that with one exception (library 
No. 8), the libraries with L:A ratios in 
excess of 7: 1 have low A:C ratios. 

Ratio of Loans to Total Collection (L:C) 

There are a number of factors which 
contribute to the lending activity of a li- 
brary. A major element is the informa- 
tion requirement of the library clientele. 
As compared to a library supporting a 
research activity, a library in a manu- 
facturing environment will have a small 
loan race: it will also tend to have a 
smaller collection and a fewer number 
of active users. 

Using the data contained in Table 1, 
the suggested L:C envelope ranges from 
.3: 1 to .4: 1. That  is, the number of loans 
made during the year should range be- 
tween 30% and 40y0 of the number of 
volumes in the collection. Of the 17 re- 
porting libraries, nine were below the 
envelope, four within it, and four above. 

~ h e i e  are several ~ossible reasons 
I 

which can account for an L:C ratio be- 
low .3:1. These include the possibility 
that 1) the collection is too large for the 
requirements of the users; 2) it contains 
too many old titles and needs weeding; 
3) the s;bject interests of the users have 
changed and the collection contains 
many books no longer pertinent to the 
information requirements of the clien- 
tele (again, the collection should be 
weeded); or 4) it may simply mean that 
the library is inadequately used and the 
library management should publicize 
the services and resources. 

If the ratio exceeds .4: 1, it may be that 
the collection is small and needs build- 
ing. On the other hand it may be that 



the library staff is unusually effective in 
getting the library's resources used. 

Ratio of Loans to Borrowers (L:B) 

Only 10 of the 17 libraries reported 
the number of borrowers. Those which 
did report had such a wide range of num- 
bers that a ratio envelope was not sug- 
gested. When sufficient data become 
available, i t  is presumed that research 
activities will have a heavy per user ra- 
tio and that manufacturing groups will 
have a low one. It  will probably be more 
indicative of the type of library than are 
the other ratios. 

Salary Percentage of Budget 

T h e  one known guideline on salaries 
for industrial librarians is that which 
Ruth Leonard included in "Objectives 
and Standards for Special Libraries" 
published in Special Libraries ( I ) .  She 
suggested that salaries run between 60y0 
and 7974 of the total library budget if 
overhead charges are excluded from the 
budget. Because the entity of salaries, 
books, and subscriptions excludes many 
items in addition to overhead, the rec- 
ommended range is dropped to 50-69%. 

There are two conflicting determi- 
nants which affect the prop&tion of a 
library budget which should be spent 
for salaries and for literature. These are 
the need for personal access to an exten- 
sive literature resource ,and the need for 
intensive assistance in obtaining access 
to the information in the literature. The  
relative importance of the two needs 
vary depending on the discipline to 
which the user belongs. The  PhD chem- 
ist, physicist, and mathematician know 
not only the basic literature of their 
fields but they are trained in the use of 
the secondary journals which give them 
access to the literature. A library serving 
a clientele of such knowledgeable users 
may emphasiie the proportion of the 
budget spent for materials as compared 
to salaries. 

However, if the library clientele is 
comprised of members of professions 
which traditionally are not users of the 
literature, much more librarian assist- 

ance will have to be provided and the 
portion of the budget expended on li- 
brary salaries will have to be higher. In 
this environment the library services 
will have to be emphasized and services 
require personnel. 

Both extremes are represented a t  one 
or another of the IBM libraries which 
may explain why the salary percentage 
ranges from 33y0 to 82%. Of the 24 li- 
braries, six are below the suggested en- 
velope and nine are above. 

Expenditures for Books and Journals 

Justification for suggesting that the 
expenditure for journals should be two 
to three times that spent for books in an 
industrial library is based on two factors. 
In the scientific and technical fields new 
information is usually first reported in 
the serials literature and subsequently 
summarized or  synthesized for inclusion 
in the book literature. For the serious re- 
search worker who is concerned about 
the original publication of research re- 
sults, access to the journal literature is a 
requisite. I n  addition, the cost of the 
journal literature has increased much 
more rapidly than has the cost of books. 
As recorded in the Bowker Annuals (2), 
(3 ) ,  the cost of the average science book 
has increased from $10.99 to $17.34 be- 
tween 1964 and 1973; during the same 
period the average chemistry and physics 
journal price has gone from $16.50 to 
$56.61. 

The  suggested ratio of 2: 1 to 3: 1 for 
the expenditure for serials compared to 
that for books is explicitly a rationalized 
ratio not substantiated by the data sup- 
plied by the reporting libraries. Only 
nine of the 17 libraries reported a ratio 
of 2: 1 or higher and of the nine, three re- 
ported ratios in excess of 5:l. At the 
other extreme five libraries reported they 
spent more for books than they did for 
journals. The  aberrations from the sug- 
gested ratio challenge rationalization. In 
one case, a legal library is warranted in 
a heavy expenditure for books as com- 
pared to journals because the lawyers 
require extensive collections of state and 
federal statutes and codes and a relatively 



small number of legal journals. In some 
cases budget cuts could be met only by 
arbitrarily reducing the expenditures for 
literature. Unfortunately, in several li- 
braries the librarians appear to have 
abrogated, or never implemented, their 
responsibility to conduct a meaningful 
acquisitions program. Responding to 
the importunities of their clientele, they 
provide a stationery store's rather than a 
library function. 

Staff Composition 

A number of library activities require 
the exercise of judgment and extensive 
knowledge based on training and expe- 
rience. These include management, lit- 
erature selection, classification, subject 
analysis, and reference service. These 
functions should be performed by a pro- 
fessional member of the library staff. 
The major portion of the manpower of 
a library staff is spent on less demand- 
ing functions and can be performed by 
nonprofessional personnel. T o  make the 
most effective use of a professional staff 
member, management should provide 
adequate clerical support enabling the 
professional to devote most of his time 
to those functions which require the 
professional judgment and knowledge 
he possesses. 

A ratio ranging from 1: 1 to 1 :3 (pro- 
fessional to nonprofessional) is suggested 
as a desirable goal. The 1:3 ratio can be 
achieved ~ n l y  in a fairly large industrial 
library where the volume of activity is 
sufficient to warrant complete separation 
of professional and clerical assignments. 
In the smaller libraries, the professional 
staff members will have to perform a 

number of clerical functions and the ra- 
tio will, of a necessity, be closer to 1: 1. 

The number of professional staff mem- 
bers should not exceed the number of 
nonprofessional until and unless we are 
able to make more effective use of the 
contemporary technology to perform the 
clerical functions in the library. Of the 
14 libraries reporting the professional to 
nonprofessional ratios, six recorded more 
professional than nonprofessional per- 
sonnel. 

Limitations of the Ratios 

No claim is made for the universal a p  
plicability or absolute verity of the 
guidelines. They are suggested for use 
solely in an industrial library environ- 
ment. More experience in their use with 
a much wider data base is necessary to 
assure their validity. 

The ratios which are suggested cover 
only a narrow spectrum of library activi- 
ties. Many of the library services do not 
lend themselves to numerical measure- 
ment and some of those which do are not 
usually counted. 

Finally, the ratios are only as valid as 
the numbers on which they are based. 
For example, the statistics reported by 
library no. 4, Table 1, are suspect. I t  is 
unlikely that a library with 1,400 bor- 
rowers would lend only 1,400 books or 
that it would buy 2,000 books in a year. 

Value of the Ratios 

Experienced and knowledgeable indus- 
trial librarians might question the need 
for formalized guidelines or norms to 
cover such obvious commonsense things 
as the relative amount spent for journals 



as compared to the amount for books or 
the ratio of professional to nonprofes- 
sional personnel on the library staff. It  
is true, however, that many libraries are 
staffed and managed by personnel who 
lack the fol'inal training or the experi- 
ence which would provide the back- 
ground for such judgments. The exten- 
sive number of divergences from the 
suggested guidelines recorded in the two 
tables suggests that norms can provide 
tools for self-audit and self-examination. 

The primary value of the guidelines is 
in their use as a management tool. No 
two libraries are identical and differences 
are to be expected. However, extensive 
variation from a guideline should serve 
as an alerting signal to library manage- 
ment. The variation should be investi- 
gated to obtain an explanation based on 

rational grounds. If the departure from 
the norm can not be justified, cmrective 
action should be initiated. 
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Cost Comparison of Manual and On-Line 
Computerized Literature Searching 

Stanley A. Elman 

University of California, School of Librarianship, Berkeley, Calif. 94720 

W Cost and searching time comparisons ual searching is 22 hours at a total cost 
are made between manual and on-line of $250; for on-line it is 45 minutes at a 
literature searches. T h e  formula total cost of $47.00. It is pointed out that 

Ct,t., = (T x Cmm) + P most reported low on-line search costs 
is presented which captures all on-line fail to account for all cost factors. Fig- 
cost factors. A minimum cost of $1.00 ures are those prevailing at the time of 
per minute of on-line searching is de- writing. 
rived. Average searching time for man- 

LITERATURE searching is one of the 
specialized and personalized services that 
differentiate special librarianship from 
other kinds of librarianship as was noted 
by Waldron in her award-winning ar- 
ticle (I) .  Until recently many medium- 
and large-sized special libraries not only 
provided on-demand and even antidpa- 
tory literature searches routinely for 
their clientele but did this through spe- 
cific "literature search" units either 
within or closely allied to the library. 

Literature searching, useful and de- 
sirable though it may be, is, nevertheless, 
expensive-so expensive, in fact, that 
many special libraries have been forced 
to reduce the service and seek other less 
expensive alternatives. Perhaps the reason 
for the paucity of literature on the topic 

Stanley A. Elman was a doctoral fellow, 
School of Librarianship, University of Cali- 
fornia, Berkeley. He is now chief librarian, 
Lockheed-California Company, Burbank. 

of literature search cost is that it is not 
pleasant to call attention to the expen- 
sive subject. Berul (2) earlier had also 
noted that there was a dearth of analyti- 
cal reporting on cost/effectiveness of 
non-computer versus computer retrieval 
systems and my search of the literature 
confirms his observation. 

The primary reasons that it is so ex- 
pensive are: 1) T o  be done well, it ought 
to be done by qualified personnel. 2) It 
takes time. In almost twenty years of spe- 
cial librarianship, I have worked with 
and met many highly qualified and truly 
professional literature searchers. Their 
characteristics invariably include a high 
degree of intelligence, a high level of 
education, much experience, a subject 
specialization, dedication, and compe- 
tence. I n  order to obtain and retain such 
individuals, one must be prepared to 
pay them well. In order to do a good 
job they need time and sufficient help to 
free them from the clerical tasks such as 



Table 1. Average Cost of 48 Manual Literature Searches at Lockheed-California Company 
Library, Jan-Aug 1973, 

Average 
Time 

for Search 

Cost 
Per 
Hour 

Average 
Total 

Average Average Cost of 
Searching Support Manual 

Cost Cod* Search 
- -- 

22 hours X $10.00/hr - $220.00 -I- $30.00 - $250.00 - - 

* Support Cost = 4.2 hrs. of clerical time per search at $6.00 per hour + $5.00 for reproduction, materials, etc 

reproduction, clipping, pasting, packag- 
ing, locating citations, reshelving, etc., 
that are peripheral to the function. 

Fortunately, there has recently a p  
peared a tool which, if properly applied, 
can assist literature searchers in their 
work, reduce some of the cost surround- 
ing their activities, and, perhaps, most 
importantly for them, save their jobs. 
This article will relate some economic 
experiences with this tool-the on-line 
interactive, computerized information re- 
trieval system-used as an aid in litera- 
ture searching. 

Manual Searches 

Table 1 shows the average cost of man- 
ual literature searches performed at the 
Lockheed-California Company Library, 
Burbank, during the period of January 
through August 1973. Only real experi- 
enced costs-all of them-are presented. 
These "rock bottom" costs ought to be 
modified by the addition of such factors 
as inflation, higher rates, overhead, etc., 
by each library to 'the extent such factors 
affect that library. The per hour cost of 
the professional literature searcher, for 
example, was calculated at the adminis- 
trative rate of $10.00 per hour (including 
overhead) because the technical informa- 
tion center personnel are considered "ad- 
minimstrative." Many other libraries 
would probably have to use a higher 
"engineering" rate. Clerical help cost 
w2s calculated at an all-inclusive $6.00 
per hour. Reproduction materials costs 
are estimated at $5.00 per search to cover 
paper and reproduction machine costs. 
Not included is the actual cost of obtain- 
ing (off-the-shelf in-house circulation, 
buying or borrowing) the materials re- 

quested by the users as a result of the 
search. 

The average time for the 48 manual 
searches of 22 hours coincides almost 
precisely with the average time reported 
by Maier (3) of "nearly 22 hours." Rog- 
ers (4), as will be noted again later, as- 
signs an average of 16 hours per search 
to duplicate 330 MEDLARS machine 
searches. Bivans (5)  for a small sample 
of five, gives the average time spent -on 
manual searches as 20.0 hours but adds 
"more time could have been spent." 

My own observations of manbal litera- 
ture searching operations at Thiokol 
Chemical Corpora tionJReaction Motors 
Division, at California Institute of Tech- 
nology/Jet Propulsion Laboratory and 
other NASA libraries confirm these fig- 
ures as representative ones. 

Computer Searches 

Between May and September of 1973, 
the Lockheed-California Company Li- 
brary also performed 66 literature 
searches using the DIALOG on-line in- 
teractive information retrieval system 
which was accessed via a cathode-ray- 
tube (CRT) terminal (Hazeltine 2000) 
and a telephone coupler device. Attached 
to the terminal was a printer which 
could immediately copy any information 
displayed on the screen. 

The data bases currently offered by 
Lockheed's DIALOG include the follow- 
ing: NTIS; INSPEC (Science Abstracts); 
Chemical Market Abstracts (CMA); 
COMPENDEX (Engineering Index); 
PANDEX; TRANSDEX; Chemical Ab- 
stracts Condensates; ERIC; Exceptional 
Children Abstracts; Abstracts of Instruc- 
tional Materials (AIMJARM); Psycho- 



Table 2. Average Cost of 66 Computer-Aided Literature Searches via the DIALOG On-Line 
Interactive information Retrieval System 

Average 
Total 

Average Cost Average Average DIALOG 
Time Per Searching Off-line Search 

for Search Minute Cost Printout Cost Cost 

45 minutes X $l.OO/min - - $45.00 $. $2.00 - - $47.00 

. 
logical Abstracts; Abstracted Business 
Information (ABIJINFORM); National 
Agricultural Library JCAIN. 

Descriptions of the data bases and 
pricing information are presented by 
Donati (6) and by Zais (7). 

Three features of DIALOG were 
found to be particularly attractive: 1) 
full-text retrieval capability; 2) the easy- 
to-learn retrieval language consisting of 
some ten key commands; and 3) its inter- 
activeness, by which is meant that the 
user and computer act and react to- 
gether, the computer responding to the 
directions and redirections of the user 
who is seeking inbrmation on a specific 
subject. This interactiveness is more than 
just talking to a computer. As Brenner 
(8) cautioned "it involves all the old 
complexities of trying to interact with 
and outguess an indexer." 

By providing the user the full display 
access to the indexing vocabulary and 
recursive definition of search expressions, 
DIALOG acts as a data processing exten- 
sion of the human operator who directs 
and controls that retrieval process as it 
converges on a relevant subset of docu- 
ments. As a result of the variety of op- 
erations available in DIALOG, the user 
with a well-defined search topic can pro- 
ceed directly to desired records; the user 
who cannot so explicitly define his search 
product can browse through the file to 
investigate successive avenues of interest 
as they occur to him or her, or as they 
are suggested by intermediate retrieval 
results (9). Katzer (10) noted "on-demand 
access to the index or dictionary con- 
tributes sizeably to improving the cost- 
performance" of the on-line free-text 
bibliographic retrieval system. Carville, 
et al. (11) point out that the user of an 
on-line system should use the most pre- 
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cise terms first and the common terms 
last-the opposite of the procedure in a 
manual search. 

Table 2 shows the average cost of 66 
DIALOG on-line literature searches. An 
attempt has been made to capture all 
real experienced costs. 

The following formula was used: 

where 
T = on-line time in minutes. 

Cmm = sum of all costs per minute of 
operation. 

P = cost of off-line printed citations. 

Csnm includes:" 
CDIALOG = 

Cost of DIALOG at $25 per connect 
hour = $0.41 /min. 

CLABOB = 
Cost of labor at  $10 per hour 

= $O.l7Jmin. 
CTELEPBONB = 
Cost of telephone hookup at $15 per 
hour = $0.25/min. 
CEQUIPMENT = 
Cost of terminalJcouplerJ printer 
lease at $186/month = $O.l7/min. 

Robertson and Datta (12) state that 
the major component of the cost of 
searching is the computer time (Central 
Processor Unit time) used. Since in the 
study the computer used was the accessed 
DIALOG computer, the cost of the com- 
puter in our formula is included in the 

* Each of the cost elements contributing to 
CSum will vary for every organization and 
over any specific period; see following para- 
graphs for explanation of cost data cited. 



connect time. They (12) then state that 
the other components are connect time, 
human time (labor), stationery and tele- 
phone charges. Our formula incorporates 
all these elements and adds one which 
was omitted, namely, equipment cost. 

Cost of DIALOG Service (CDIALOB) 

For cost of DIALOG service see Do- 
nati (6) or Zais (7) to determine the cost 
of applicable data bases. 

Cost of Labor (C~moa) 

The cost of labor is the cost (salary 
and overhead) of the operator of the 
terminal. The figure of $10.00 per hour 
used in our calculations is the adminis- 
trative rate, noted earlier, which was 
charged for all professional staff time in 
the library, as opposed to the $6.00 per 
hour for clerical time. The charge would 
be higher if a scientist or engineer were 
to do his own search at the terminal. Lit- 
erature searchers in other organizations 
may be governed by other rates, perhaps 
an engineering rate of $15.00 per hour 
or more. Consequently, the figure used 
during this five-month sample, $10.00 
per hour, or $0.17 per minute, would 
not be valid for other organizations; it 
could be less but probably would be 
more. 

Cost of Telephone Hookup (CTELEPHOAE) 

The figure of $15.00 per hour reported 
here is based on the approximate cost 
charged the library for the special tele- 
phone hookup through the CALAC 
switchboard to Palo Alto. During the re- 
porting period, the cheaper nationwide 
TYMNET communications network 
which is available for $10.00 per hour 
was not used. An impending move of 
the library from Van Nuys to its present 
location at Burbank and other adminis- 
trative factors precluded the arrange- 
ment for the TYMNET use. Other or- 
ganizations would undoubtedly be able 
to reduce the cost to about $0.17 per 
minute by using TYMNET. Another 
option is presented by Donati (6). 

The per month cost via a lease ar- 
rangement for the Hazeltine terminall 
coupler/printer was $186.00. Since the 
cost is fixed at that rate, it is obvious 
that the cost per minute of use will be 
determined by actual time used-the 
more the equipment is used, the less per 
minute it costs. The estimated $0.17 per 
minute cost represents actual use of the 
terminal during the period of study. 
The terminal was also used for other 
DIALOG applications during this pe- 
riod as will be noted later. This total 
time used was taken into account in 
determining the actual equipment cost 
per minute of its operation. Other orga- 
nizations would have to substitute their 
own figures which could be higher or 
lower depending on use. As the use of 
DIALOG increases this element in the 
total cost will decrease. 

Cost of Off-Line Printed Citations (P) 

The average number of pages of off- 
line citations requested per search was 
20 and the cost of each page of citations 
was $0.10. A page usually has one cita- 
tion with abstract but can have as many 
as three or four if a format without ab- 
stract is requested. Often, the searches 
included some citations printed during 
on-line scanning of some of the items 
retrieved. The cost of these was not in- 
cluded in the printout cost of the search 
because the bulk of the cost is absorbed 
in the connect time cost for the DIA- 
LOG service. These on-line printouts 
were merely taken off the printer and 
given or sent immediately to the search 
requester. The time duration for the 
search is increased slightly if the requester 
asks for immediate printout of desirable 
citations. Beyond a certain small num- 
ber of citations it is obviously not eco- 
nomical to print the citations while 
searching since the overnight or, at 
most, two-day delay in arrival of off- 
line printed citations is not an unrea- 
sonable delay and is acceptable to 
most requesters. There were some ex- 
ceptions, however. Some requesters pre- 



Table 3. Average Cost of Machine Search for Client Searches (from Chenery, RQ, p. 257, - 
Spring 1973) 

Average Cost per Search for: 
Number 

Period of Searches Engineering Clerical Copying Computer Tota,l 

fer to get at least a few items immedi- 
ately and, after all, that is a feature of 
on-line searching that can, and probably 
should, be exploited. 

How does our experienced average 
cost of an on-line search of $47.00 com- 
pare with other reported costs of ma- 
chine searches? Rogers (4), in a sample, 
of 330 searches, gives the 1967 cost of a 
machine search through a three-year 
MEDLARS file as an actual average of 
$85.13. He also notes that these same 
searches done in the traditional manual 
mode would require 2.7 man-years or an 
average of 16 hours per search as noted 
previously. 

McCarn (in 13) notes an analysis on 
MEDLARS searches and states "they cost 
roughly $75 a search." He also notes that 
they "did cost studies on intelligence 
community retrieval systems many years 
ago and the figures were about $250 per 
search." 

Table 3 is adapted from Chenery's 
(14) data for cost of computer searching. 
From the table the average cost of 702 
machine searches was calculated at 
$60.18. The table includes a breakdown 
of average costs for 1) average engineer- 
ing time to confer with the client to de- 
fine the question, prepare a search strat- 
egy, and to screen the results of the 
search for relevance to the question; 2) 
average clerical costs to prepare the strat- 
egy for entry into the computer and to 
find .and reproduce abstracts of items 
identified by the computer; 3) average 
copying costs of reproducing the results 
and mailing them to the client; and 4) 
average computer costs to process the 
average search. 

Chenery also presents some data for 
245 machine searches for university li- 
braries for which search strategies were 

prepared at the universities. These 
searches, for which the average engineer- 
ing cost column (the third column in 
Table 3) was essentially eliminated, av- 
erage out to a cost of $27.68 per search. 

Others cite much lower costs for on- 
line searches. Morton (15) states that a 
typical on-line search takes only a few 
minutes and the total cost per search 
generally approximates $5410. Brenner 
(6) also lists under $10.00 a search and 
Radwin (16) states that the direct cost of 
retrospective searches lies in the $3.00 to 
$17.00 range, with the typical cost run- 
ning in the area of $8.00. These low fig- 
ures probably do not consider all the 
cost elements which were included in our 
study. Radwin, in fact, did acknowledge 
that his typical cost does not include 
such elements as labor, telephone 
hookup, and equipment costs. 

Katter and McCarn (17) in discussing 
AIM-TWX (abridged Index Medicus- 
TWX), reported that an average search 
ran about 20 minutes and may cost the 
man up to $14.00. They do, however, 
concede that computer costs were paid 
by the Lister Hill Center for Biomedical 
Communicatiom of the National Li- 
brary of Medicine. "Most users of the 
system start with available terminals for 
which there is no additional cost." The 
costs of terminals and toll calls were paid 
by the users. 

I t  is important to note that during the 
period of the 'study DIALOG was also 
used for purposes other than on-line ret- 
rospective literature searches in a mode 
which we referred to as the "reference 
mode." This was used to locate specific 
references, particularly to the collection 
of over 500,000 uncataloged microfiche 
in the library, when only specific re- 
trieval elements were known-author, 



AD numbers, corporate sources, report 
numbers, contract numbers, titles or 
fragments thereof, project names, and 
sometimes subjects. Often these requests 
were collected, grouped and submitted 
to specific data bases in DIALOG in one 
sittkg via stacked commands. There 
were some 115 instances of such uses and 
their average time of on-line use was 13 
minutes for an average of $13.00 per 
such use. 

There were instances when the librar- 
ian held the phone in one hand (with an 
engineer on the line calling from an out- 
o'f-state meeting) while the other hand 
was on the keyb8bard of the terminal get- 
ting specific citations on the C R T  screen 
from which specific data in the abstract 
of competitor~company reports were read 
to the grateful caller. These are prob- 
ably the types of situations Rosenberg 
(18)  had in mind when he noted that the 
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on-line system "offers the opportunity of 
getting information for a crisis at a given 
point when it is needed." 

Often keywords, particularly in new 
areas of metalworking and structural ap- 
plications, were used to find a specific 
valuable citation for an engineer through 
the full-text retrieval capability of DIA- 
LOG long before such keywords were 
used in the printed subject thesauri or 
abstracting and indexing journals. 

In the "reference mode" category, also, 
were uses of DIALOG for demonstration 
and tutorial purposes for Lockheed man- 
agement personnel or for librarian col- 
leagues. These uses frequently exceeded 
the 13-minute average use. 

One final application must bse men- 
tioned. the use of DIALOG as an aid to 
the cataloger, indexer, and acquisitions 
librarian. They would bring lists of AD 
numbers or titles and authors for "rush" 
processing or ordering to be aided by on- 
line searching or verification purposes. 
Sources, prices, or the removal of distri- 
bution limitations were topics on which 
DIALOG provided useful information. 

Conclusion 

In conclusion, it appears to be demon- 
strated conclusively that DIALOG on- 

line searching is an efficient and cost- 
effective complement for and, in some 
instances, an acceptable substitute for 
costly manual literature searching in 
some special libraries. Since data bases 
and types of other resources used in prep- 
aration of manual and on-line searches 
differ significantly, no attempt has been 
made to qualitatively compare manual 
and on-line retrospective searches. Both 
types of searches "helped" the clientele 
served. 
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The Role of the Librarian in Management 

Margaret Beckman and Nancy Ann Brown 

University of Guelph Library, Guelph, Ont., Canada 

W Using a new type of management 
called consultative, with data available 
from library-wide automated systems 
providing the basis for use and user sur- 
veys and analysis, each professional li- 
brarian participates in the decision- 
making and problem-solving functions 
within the library organization. The 

committee and task force structure of 
the McLaughlin Library management 
system are described in detail as they 
relate to the involvement of professional 
librarians in the science division in the 
total problem-solving and library-service 
concept. 

THE UNIVERSITY of Guelph Library 
has a nontraditional library system to 
match its building, the McLaughlin Li- 
brary. When the building was being de- 
signed i t  was considered an opportunity 
to also design a library system which 
would not be restricted by a particular 
physical environment. This library sys- 
tem was conceived as a single total unit 
meeting the objectives of service defined 
below, and the architect was asked to de- 
sign as few physical barriers as possible 
in the building in order to achieve that 
purpose. 

The main functions which make up 
the library service at  the University of 
Guelph are as follows: collection devel- 
opment; information, orientation, and 
reference; collection use; collection orga- 
nization and access; information system 
design and analysis. 

Although responsibilities for various 
of these service functions cross several 
department and division lines, prime re- 
sponsibility is divided into specific de- 
partments and divisions. The routines 
and objectives of each department and 

division are coordinated through stand- 
ing committees, which, in effect, are the 
decision making apparatus of the library 
system. 

This type of library management is 
sometimes called participative; but as it is 
applied at Guelph, it can more correctly 
be termed consultative. It is this type 
of management-consultative-that is 
analyzed in order to determine if ob- 
jectives of library service can be more 
effectively realized in the environment 
which it creates. Henri Fayol, in his 
classic work of 1916, adopted the follow- 
ing definition of management: "To man- 
age is to forecast and plan, to organize, 
to command, to co-ordinate and to con- 
trol" (1, p.5). The vocabulary is not con- 
temporary but the responsibilities of 
management have changed little. 

Structure 

The structure of the Guelph consulta- 
tive management system is illustrated in 
Figure 1. The University of Guelph Li- 
brary has a staff of 153, 36 of whom are 



Figure 1. 
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professional. Of these latter 30 are li- 
brarians; the others are systems ana- 
lysts, accountants, and similar profes- 
sional specialists. Direct service to the 
library users is provided primarily 
through four subject divisions, two func- 
tional divisions and the circulation de- 
partment, while the other functional de- 
partments operate as their names indi- 
cate-cataloging, acquisitions, etc. 

Forecast and Planning 

Returning to Fayol's terms: planning 
involves "examining the future and 
drawing up the plan of action" (1, p.6). 
At Guelph the responsibility for projec- 
tion of future needs and plans rests with 
the senior administrative staff. As shown 
in Fieure 1. this consists of the chief li- " 
brarian, an associate librarian, and as- 
sistant librarians for personnel and for 
systems and development. 

A primary task for this senior staff is 
defining objectives of library service 

which will complement and serve the ob- 
jectives of the university itself. At 
Guelph there are two principal objec- 
tives which relate directly to the aca- 
demic community: 

1. T o  provide material for students' 
course work, assigned reading as well as 
reference and background reading for 
essays, papers, and projects, and to p r e  
vide reference and bfbliographic assist- 
ance related to the material; 

2. T o  provide material and services in 
support of research and advanced study. 

Two other objectives are concerned 
with the library in its relationship with 
other academic libraries, particularly in 
Ontario, and with the community at 
large: 

1. To work with other academic li- 
braries in Ontario within the Ontario 
Universities Library Cooperative Sys- 
tem; 



Figure 2. 

PUBLIC CONTACT SURVEY 
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3. Catalogue Department 10. Reserve Desk Div. 
4. Serials Department 11. Documentation Centre 17. Hum. Div. 
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6. Acquisitions 13. Special Collections 
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5. MEDIUM USED: In Person 
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6. QUESTION ABOUT: 
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4. Reserves 
5. Fines & Overdue 
6. Semester Loans 
7. University Cairds 
8. Res. & Extrm. Borrow. 
9. Document Loans 

10. Rare books 
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DEPTH: Question 
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33. Biblio. Check 
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38. Others 
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8. TOOLS USED: 1. Card Catalogue 10. Circulation List 
2. Serials List 1 1. Borrowers List 
3. Doc. Centre Catalogues 12. Shelf List 
4. K.W.0.C. 13. Circ. Dump 
5. Subject Headings 14. Total Trans. 
6. Abstracts & Indexes 15. Telephone Books & City Directory 
7. Reference Books 16. Files 
8. Encyclopedias 17. Top of head 
9. COM File 18. Other 
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7. Business CXce 17. Soc. Sci. Div. 
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10. Reserve Desk 

10. DETAIL OF SOURCES USED 



2. T o  provide, on a limited basis, 
service and materials, not otherwise 
available, to the community and region. 

With broad objectives defined, the 
"plan of action" is determined by the 
establishment of immediate and specific 
goals on a one- and two-year basis. All 
departments and divisions participate in 
the preparation of these annual goals. 

During 1973, for example, each science 
division reference librarian submitted a n  
outline of divisional aims and objectives, 
relating to specific problems o; needs 
which could be identified through daily 
interaction with both the collection and 
the library users. After finalization in 
discussion with the division head, the 
science division goals were coordinated 
with those of other departments and di- 
visions at a department/division heads 
meeting. 

~ e l e g a t i n ~  a measure of planning re- 
sponsibility to individual departments 
or  divisions in this way has several bene- 
fits. I t  not only increases the accounta- 
bility of all members of the professional 
staff, but it involves contributions to 
the design and development of library 
programs from those best informed and 
most capable of such participation. 

Responsibility for fulfillment of spe- 
cific goals are assigned to the various de- 
partments and divisions, while library- 
wide objectives are met through the 
established standing committees, or 
through special task forces which are 
created for specific shorter term pur- 
poses. Annual reports at  the end of the 
year summarize progress made in meet- 
ing the assigned objectives. 

T h e  planning function is assisted 
through the analysis of various library 
surveys or through the management data 
automatically supplied by the library au- 
tomated systems. T h e  science division is 
res~onsib1.e for the collection of data on 
shelving books returned from circulation 
or from in-library use. Carrel and study 
use surveys, as well as reference surveys 
(see Figure 2) are also conducted each se- 
mester. to ~ rov ide  information about 
how the library facilities are being used, 
or to determine if the library staff is re- 
sponding to user needs. 

T h e  science division data, ~ o o r d i ~ a t e d  
with survey and use analysis results from 
other divisions, are studied by the ap- 
propriate committees as well as by the 
senior administrative staff, and recom- 
mendations for changing library staffing 
routines o r  services can be made. 

Organize 

"To organize a business is to provide 
it with everything useful to its function- 
ing: raw materials, tools, capital, person- 
nel" (1 ,  p.53). 

The  raw material in a library is the 
collection. In a traditional library sys- 
tem the responsibility for organization 
of the collection resides entirely with the 
technical service departments-catalog, 
serials, documents, etc. Additions to the 
collection in such a system are handled 
through acquisition or order depart- 
ments, while selection may be done by 
the reference department, or by a sepa- 
rate department called collections. 

In the Guelph system, while the actual 
routines of cataloging and ordering re- 
side primarily in the acquisitions, cata- 
loging, serials and documentation de- 
partments, a standing committee on col- 
lection development, with membership 
from each subject division and opera- 
tional department, supervises and co- 
ordinates selection and collection policy 
and monitors collection development. 
Liaison with the various departments of 
the faculty with respect to collection de- 
velopment is also maintained through 
this committee. 

More specialized collections are de- 
veloped through a committee for rare, 
agricultural, and regional history. Li- 
brarians with particular interests in 
these areas serve on this committee, and 
work with faculty members to develop 
strong collections of local history ma- 
terial. 

I n  a subject divisional library with all 
science material-whether books or jour- 
nals, nonprint or maps-located together 
in one area, individual catalogs to access 
that material are indispensable to the 
librarians in offering assistance to the 
faculty and students. These tools are 



provided for each division through the 
University of Guelph automated systems. 
The  serials list, computer produced and 
updated monthly, is the corner-stone in 
provision of service for the science col- 
lection. Again, contrary to the proce- 
dures of a more tra,ditional library orga- 
nization, the science division and its staff 
is able to influence the format, content 
and production of the serials list. The  
seriah coordinating committee, in which 
each division head is a member, makes 
all decisions about format changes, in- 
formation inclusion, frequency of distri- 
bution, etc. Problems with serials which 
are determined through day-to-day work 
in the division are resolved through the 
committee, and solutions, such as plac- 
ing back issue microfilms in the stacks 
with bound journals rather than separat- 
ing them in cabinets, are coordinated in 
all divisions. 

Copies of other library tools-daily 
circulation lists, book catalogs of divi- 
sion monograph holdings, book catalogs 
for the document and map collections, 
KWOC subiect index on COM File 
(computer on microfilm) for the docu- 
ment system-are all located at the 
reader service point in the science divi- 
sion. These tools, like the serials list, are 
also monitored through the committee 
structure of the library. 

The  capital of the library could be in- 
terpreted as the budget, which provides 
the books, staff, and necessary equip- 
ment. Budgeting, of course, is a function 
of planning and is primarily the respon- 
sibilitv of the senior staff. with recom- 
mendations related to divisional and de- 
partmental needs given careful consid- 
eration. 

Another interpretation of library cap- 
ital could be the library building itself 
-the physical environment in which the 
collection is housed, service is provided, 
and in which the student does research 
or studies. The  McLaughlin Library is 
one of the most flexible libraries in 
North America: the furniture, including 
each double faced book stack section, has 
its own lights and is movable independ- 
ent of any overhead lighting system. 
Within each library division this means 

that the staff must be alert to changing 
patterns of use, so that the stacks, carrels, 
or other facilities can be moved to more 
adequately reflect user needs. Surveys on 
use of carrels or studies and on user 
satisfaction are conducted so that the en- 
vironment, as well as the service in the 
science division, is responsive to user 
needs. 

Personnel is the most valuable man- 
agement resource, and its selection, eval- 
uation and motivation is the most impor- 
tant factor in the consultative manage- 
ment system. At Guelph the selection of 
professional staff is made through a 
search committee, with representation 
from all levels of professional staff. 

The  personnel function throughout 
the Guelph library system is a responsi- 
bility of the assistant librarian for per- 
sonnel. Specific assignments to this office 
include: charts of library organization; 
job descriptions for library positions; 
procedures for staff evaluation; programs 
for in-service training. 

Working within this framework, the 
assistant librarian for personnel provides 
guidance to all division and department 
heads in dealing with day-to-day staff 
problems, in standardizing job content, 
and in coordinating performance re- 
views, salary reviews, and promotions. 
Programs for in-service training for the 
support staff are developed with the as- 
sistance of all department and division 
heads. 

Command 

Another of Fayol's management com- 
ponents is that of command, which 
means "maintaining activity among the 
personnel" (1, p.6), including making 
"unity, energy, initiative and loyalty pre- 
vail among the personnel" (1, p.98). In 
the Guelph consultative management sys- 
tem this is interpreted as motivation. 

One of the problems of university li- 
brary management identified by Booz, 
Allen, Hamilton in the study for the As- 
sociation of Research Libraries was that 
of staffing standards. "There is an in- 
creasing need for personnel possessing 
(i) academic credentials equivalent to 



those of the faculty and advanced stu- 
dents served and (ii) in addition, a de- 
gree in library science" (2). At Guelph 
all librarians are encouraged to acquire 
a subject master's degree as well as the 
master's degree in library science. For a 
position as a divisional reference librar- 
ian, the subject degree is now a selection 
requirement. 

T o  perform successfully no matter what 
the selection criteria, however, requires 
that a consistent program and attitude 
motivate the professional staff. Herz- 
berg's famous motivators-"achievement, 
recognition, work itself, responsibility, 
advancement, and growth" ( 3 b m u s  t 
be easily recognizable in the system. 

Division heads share with the assistant 
librarian for personnel the task of en- 
suring that the reference librarians are 
motivated in their work, just as the chief 
librarian is primarily responsible for the 
motivation of the department and divi- 
sion heads. Personal interviews; detailed 
discussion in various committee meet- 
ings of library objectives, problems, fi- 
nancing and resources; and an internal 
communication system which distributes 
committee minutes and other relevant 
library management documents to all 
professional staff, assist in provision of 
the motivation factor in the Guelph 
management System. 

Coordinate 

The Guelph library system committee 
structure meets Fayol's definition of co- 
ordination in management. "To coordi- 
nate means binding together, unifying 
and harmonizing all activity and effort" 
(I, p.6). This coordination is perhaps the 
most distinctive feature of the consulta- 
tive management system. 

The most important committee is that 
of the department and division heads, 
which meets biweekly and discusses all 
operational or planning problems. This 
committee can only be effective if the 
rest of the coordinating structure-stand- 
ing committees and task forces-is work- 
ing successfully. 

For instance, in the Science Division 
there are regularly scheduled meetings of 

the reference librarians, library asso- 
ciates and assistants. The type of com- 
munication at these meetings varies; 
sometimes it is simply dissemination of 
factual information, while at other times 
new procedures are established or prob- 
lems are identified and solutions consid- 
ered. If day-to-day divisional operation 
functions are involved, problems can be 
resolved within the divisional meeting. 
Anything which affects or is the concern 
of another department or division is 
transmitted to the appropriate Standing 
Committee or to the Department/ 
Division Heads Committee. 

Standing Committee membership is 
open to all professional staff members, 
and in some instances library associates 
also participate. Aside from those staff 
members most vitally concerned with a 
problem area, membership from the staff 
at large is also involved in each commit- 
tee. For example, the Standing Commit- 
tee on Serials Membership is as follows: 
head, serials department; library systems 
analyst (for serials systems); heads, science 
division, humanities division, social sci- 
ences division; O.V.C. branch librarian; 
and a professional librarian (chosen at 
large). Standing committees meet bi- 
weekly or monthly, and forward any 
policy problems or operational decisions 
to the department/division head meet- 
ing. 

From time to time a particular prob- 
lem may confront the library and its so- 
lution is assigned to a specially formed 
task force. Such a group meets for a spe- 
cific purpose, with positive definitions of 
both objectives and time limits. Such a 
task force was established when it was de- 
cided to combat book losses in the li- 
brary through installation of a detection 
system. Other task forces have been as- 
signed responsibility for conversion of 
retrospective files. 

Another important committee which 
provides a channel for information and 
communication is the monthly meeting 
for all professional staff. This becomes a 
forum for reports of activities of various 
members at seminars or conferences, for 
announcements and explanations of new 
systems or services, or for discussion of 



University of Guelph library participa- 
tion in wider provincial and national 
information systems and networks. 

Control 

The  final heading under which the 
Guelph management system is studied 
is that of contml, of which Fay01 says: 
"In an undertaking, control consists in 
verifying whether everything occurs in 
conformity with the plan adopted, the 
instructions issued and principles estab- 
lished. I t  has for object to point out 
weaknesses and errors in order to rectify 
them and prevent recurrence. I t  operates 
everything, things, people, actions" (1, 
~ 1 0 7 ) .  

In a subject divisional library such as 
that of the-university of Guelph, the re- 
sponsibilities of the division are similar 
to those of a special library. For students 
and faculty members using the science 
division, almost all service is provided in 
the division. This includes traditional 
reference service-preparing bibliogra- 
phies, answering reference questions, in- 
structing users in the intricacies of so- 
phisticated bibliographic tools-in addi- 
tion to responsibility for stack and col- 
lection maintenance, interlibrary loan 
or photocopy searching, orientation pro- 
grams for new users, and preparing 
search strategies for on-line information 
retrieval. 

Control of the various routine func- 
tions is provided through procedure 
manuals, job descriptions, work stand- 
ards, statistical data collection and analy- 
sis. Performance reviews and feedback 
enhanced by the committee system or 
from the library users also provide a 
measure of control. 

Control monitoring of the direct ser- 
vice to the user is more difficult. This 
comes through verbal staff review ses- 
sions, observation of attitude and per- 
formance, analysis of reference and user 
satisfaction surveys, and through patron 
feedback. Initial control in the provision 
of reader service is, of course, contingent 
upon the selection process. 

McGregor, an academic who has had 
profound influence on the field of man- 

agement states that: "In the recognition 
of this capacity of human beings to ex- 
ercise self-control lies the only fruitful 
opportunity for industrial management 
to realize the full potential represented 
by professional resources" (4). The  best 
control for dynamic and responsive li- 
brary service is a staff totally committed 
to involvement in a system which pro- 
vides such service. 

Conclusion 

Does the University of Guelph Library 
consultative management system meet 
the classic definition of management, 
and at the same time provide a library 
service which meets the changing and in- 
creasing requirements of its academic 
community? Without detailing the quan- 
titatiye data from the automated internal 
library management system, a descrip- 
tion of some of the activities of the sci- 
ence division staff may indicate the suc- 
cess of the system. These include: 

1) assistance in the design of an auto- 
mated bibliographical system for a fac- 
ulty research project which resulted in a 
publication; 

2) provision of lectures in the litera- 
ture of various science disciplines within 
regular scheduled classes; 

3) compilation of major bibliogra- 
phies, coordinated with automated re- 
trieval systems to meet individual faculty 
requests; 

4) collection development, particu- 
larly in interdisciplinary science fields; 

5) analysis of quantitative data from 
various science division use surveys for 
research and publication purposes. 

Other specialized services provided by 
library staff include the development of 
book catalogs for individual faculty 
members based on interest profiles estab- 
!ished in the library. Within Ontario, 
Guelph staff members have been active 
in the development of the new Ontario 
Universities Library Cooperative System 
(OULCS), which is based on a concept 
of cooperative automated union catalogs 
for all library materials. 

As Ontario University libraries move 



from complete autonomy of collections 
and services to cooperative use of inter- 
dependent resources, i t  is essential that 
the library be able to provide a dynamic 
service, responsive to this changing en- 
vironment. T o  make this type of service 
possible librarians must be knowledge- 
able not only about their own set of ac- 
tivities, but about the objectives of ser- 
vice within their library, the system de- 
signed to meet those objectives, and their 
own relationship to it. They must also, 
as members of an academic community, 
be committed to continuing research 
and education within their own areas of 
specialized knowledge so that they can 
make a growing contribution both 
within their own library system and 
within the expanding information net- 
work. 

The  University of Guelph Library con- 
sultative management system provides 
its staff with the environment necessary 
for this involvement and for the provi- 
sion of this expanded service. Operating 
independently within their own area of 
expertise and yet coordinated into a 
total system through the management 
structure which has been described, pro- 
fessional librarians have been able to 
achieve a new measure of both success 

and satisfaction in a large university 
library. 
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Bibliotherapy is the use of directed ciation workshop were devoted to the 
reading as a therapeutic treatment in subject. Since that time, little has been 
clinical situations. Its history in the written in the library field about the use 
United States is discussed. In the early of bibliotherapy. It seems an obvious 
1960s, the library field exhibited some area for active exploration by the library 
interest in the topic; an issue of Library profession. 
Trends and an American Library Asso- 

ONE does not hear much about biblio- 
therapy these days, at least not in library 
schools or in the literature. It is, obvi- 
ously, something to do with therapy 
through books. But why is it not dis- 
cussed? Why is there no course of study, 
or, at least, a course in it offered? It seems 
to be a natural interest for the human- 
istic library profession. Why is it such a 
little-known area? 

Webster's Third New International 
Dictionary (1961) defines it as follows: 
"the use of selected reading materials as 
therapeutic adjuvants in medicine and 
psychiatry; guidance in the solution of 
personal problems through directed read- 
ing." There are several other definitions 
in the literature such as, "the process of 
dynamic interaction between the person- 
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ality of the reader and literature, as a 
psychological field which may be uti- 
lized for personal growth, assessment and 
adjustment" (1).  

Historical Background 

What is the history of bibliotherapy, 
of using books and other reading mate- 
rial as a form of therapy? According to 
Ruth Tews, as early as first century 
Rome, reading and medicine were asso- 
ciated; but bibliotherapy in the U.S. was 
not really known until the 19th century. 
In 1815, Benjamin Rush and in 1853, 
John Minson Galt, both physicians, rec- 
ommended reading in the hospital as 
part of a patient's therapyltreatment. 
But it was in 1904 that bibliotherapy was 
first recognized as an aspect of librarian- 
ship. In that year a trained librarian be- 
came head of the library at McLean 
Hospital in Waverly, Mass. A program 
combining psychiatry and library xi- 
ence ensued. The Menningers used bib- 
liotherapy in their clinic in the 1930s 



giving the librarian a role as biblio- 
therapist. In 1941 a major step was the 
appearance of the definition of biblio- 
therapy in  Dorland's Illustrated Medical 
Dictionary: "the employment of books 
and the reading of them in the treat- 
ment of nervous diseases.'' 

I n  the following decades there was 
much writing done, but perhaps due to 
the uncertainty about the concept, theo- 
ries exceeded practical applications. 
When bibliotherapy was attempted it 
was done by psychiatrists or psychiatric 
social workers. Librarians remained in 
the background except for some cases of 
group reading in V.A. hospitals. But 
with all the time that had passed, and 
all the writing that had been done, bib- 
liotherapy was still considered some sort 
of vague art, not a science. 

With the development of the social 
and behavioral sciences in the 1960s, the 
use of reading to produce a change in 
attitudelbehavior was recognized by the 
library field. In 1962, Library Trends 
held a symposium on the subject and de- 
voted an entire issue to it with contribu- 
tions from authors in various professions. 
The  A.L.A. followed u p  with a workshop 
in 1964 that was attended by members of 
professional groups such as physicians, 
occupational therapists, psychologists 
and, of course, librarians. That  work- 
shop concluded that there were three 
prerequisites for bibliotherapy to de- 
velop as a field: an educational program, 
scientific research, .and standard nomen- 
clature. A "clinical librarian" with broad 
training in interpersonal relations was 
discussed. After the A.L.A. workshop, the 
Association of Hospital and Institution 
Libraries became active i n  bibliotherapy 
and in their A.H.Z.L. Quarterly there 
appears a section called "Bibliotherapy 
Clearinghouse" (2, p. 172-175). 

How It Works 

In  spite of all the writing on biblio- 
therapy, many librarians remain un- 
aware of its potential and of their poten- 
tial as therapists. There are really two 
aspects of bibliotherapy: 1) as extended, 
in-depth reading guidance and 2) as a 

type of therapeutic treatment of a pa- 
tient. With the recent advent of com- 
munity medicine, the concept of librar- 
ians as community therapists has become 
popular (2,  p.180). An additional work- 
ing definiftion for bibliotherapy is the 
"healthful effect of reading on the 
reader" (3). This describes the general 
reading guidance area which includes ex- 
hibits and displays, face-to-face contact 
between the reader and librarian where 
the librarian tries to discover the reader's 
interests and supply satisfying reading 
material, and even group discussions. 

But bibliotherapy can be more than a 
special type of readers' guidance. There 
is a difference between meaningful, help- 
ful employment of books and their thera- 
peutic use in a clinical sense (4, p.12). 
Bibliotherapy attempts to reshape a per- 
son's thinking which may result in an at- 
titudinal or  behavioral change. I t  can be 
a potent tool and, as ~ r i ~ ~ s - a t  the Uni- 
versity of Minnesota suggests, it should 
be prescribed as carefully as medication. 
One should be aware of the indications 
and contraindications for use and the 
dosage (4, p. 13). 

Books can be powerful and valuable 
tools of communication when prescribed 
carefully for patients who are mentally 
disturbed. d it-eratute reflects human ex- 
periences of all ,times and places and so 
provides access to records of human lives, 
attitudes and feelings (5, p.166). Various 
mechanisms come into play when there 
is interaction between B reader and a 
book. A reader may identify with a char- 
acter or  specific experiences in a book 
and be able to purge himlherself of re- 
pressed feelings and thoughts. The  pa- 
tient may gain insight into his/her own 
problems through identifications with 
the reading and be able to stand back 
and accept reality more readily. Through 
reading and learning that a problem is 
not unique, the problem seems less 
frightening. The  reader may gain a feel- 
ing of universality; the realization that 
he/she is not alone with his/her prob- 
lems in the world can also help to fessen 
feelings of inferiority that may exist. 

There are other valid reasons for pre- 
scribing reading for psychiatric patients. 






























































