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COURSE-02: MANAGEMENT OF INFORMATION -
_ SYSTEMS AND CENTRES

_ The course ‘Management of Iﬁfoz‘:_na’rion Systems and Centres' conforms to the syllabus
of the Master of Library and Information Science (MLISc) offered by Dr B R Ambedkar Open .
University. As you have done BLiSc vou arc already familiar with the siructure of the
programmes, and the cotirse material developed by the open universities. For the sake of
convenience, the syllabus is divided into blocks. each of which-comprises a number of units.
Eacly Unit generally covers a specific area of the subject. The Units are prepared by specialists
~ inaccordance with the format so designed to enable you to read and understand them without

much difficulty. Each Unit begins with the contents list and a ‘statement of its aims and.
© objectives, followed by an introduction to the content of the Unit. The conterit of the Units are
divided into sub-themes and are numbered up to three levels for casy reference. Each Unit
- ends up with Let Us Sum Up, Assignments, References, Recommended Books, Assignments

and Model Examination Questions. - B a - '

Management is an age old phenomenon. However, its importance has been greatly "
dramatised in receni times. Management is _conSidcrcd as a basic and significant process to
guide an organisation to achieve its objectives effectiveiyNIn recent times the Management
Science has grown and developed into a complex and intSdis plinary field with contributions _
from a variety of disciplines such as psychology, avioural sciences, operations research
and systems theory, statistics, economics and te #zy. This complexity has given rise to
- ditferent approaches to the siudy of managgment S™hice. =~ . =

Libraries and Information Centgesy LICY) are also organisations, to which the principles

and practices of scientific mana_gem 'q_ual'iy'appl_icable. The LICs are service-oriented
- organisations. These have certgiq chaMcteristic: features and functions which differentiate
them from other types of organ . especially from profit-oriented organisations. However,

the LICs are s\lolwly changing theMbasic philosophy and tirning towards earning bodies. The
 librarian or information scientist should possess sound knowledge of managing their
documentary, financial and human resources. The course aims 1o provide theoretical and
practical insight into the various problems of managing traditional libraries as wel! as
information systems and centres. ' ' '

The specific objectives of the Course are

-+ to introduce the concept of management, its nature and functions; prirciples of
; management; schools of management and the application of management concepts to
libraries and inforination centres. : o

-+ to-provide an ovérview of the organisational principles and describe the organisational
structure of libraries. ' ' - : . ;

L

- . tofamiliarise the learners with the concept of systeins study and its application to LICs. -

to introduce the concept of management information systems (MIS) and to familiarise
you with the methods of evaluating information systems and servizes, '
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BLOCK -1 : THEORIES OF MANAGEMENT

Today’s libraries and information centres are Increasingly becoming more and more _
complex. The complexity of these organisations forces us to understand the principles -and
theories of modern management and put them into practice. The application of these scientific
theories will help us to increase the efficiency of LICs. This Block deals with the principles
and theories of management. ' : - -

Unit-1 presents the nature and functions of management in the context of LICs.

Unit-2 deals with diffrent Schools- of Management Thought. It enumerates various

' approaches to these theories and explains briefly about éach_school. The unit.also explains the

theories of management propounded by various management scientists, namely, Weber, Taylor,
Fayol, Maslow and McGregor. : ' S

Unit-3 provides an overview of the Principles of organisation. Organisational structire
depicted in organisational charts shows the authority and respensibility relationships between -
various functions in the organisation by showing who reports to whom. This is directly related
to the attainient of the objectives of an organisation. - '

Unit-4 deals with Leadership and Decision Mak} cadership is an important
managerial function. 1tis a means of influencing the ational groups in'its efforts towards
. goal Setting and goal achievement. The theories o dgfship, namely, trait theory, laissez-
Jaire, democratic approach, management grid}%’plain how different managers adopt their
styles. _ : : . .

Unit-5 provides an overview of pMgning process with special emphasis on the factors,
types and steps.involved in the pla finformation systems and services. Planning assumes
a considerable importance in‘rec mes due to changes .in the libraries and information -
environment. Planning helps in identi ying programmes, and prioritisation of resource allocation

1o achieve specialised goals of LICs.







'UNIT 1: NATURE AND PURPOSE OF
| MANAGEMENT

Structure L

L0 Aims and Objectiveé
1.1 Introduction : . e _
12 Concept of Management - . : A
1.3 Dcﬁnmons . o R
14 Management - Naturc and Charactenstlcs
“1.4.1 Nature - '
142 Characteristic_s e T
1.5 Functions and Levels of Management
1.5.1 Operative & Managerial Functlons
152 Levels of Management

1.6 Application of Management _Technicqﬁes'__-‘__\"._ ' 0 -

1.7- LctUsSumUp - T L :

1.8 References and Recommcnded Books v -

1.9 Model Examination Questlons Q“ B

1.0 AIMS AND OBJE@ES-

The unit aims to introduce the nature, soope and purpose of mana.gement in general 2
and the application of management prmc1ples and techmqucs to the systemanc managemcnt' :

B of libraries and mformauon centres, in pamcular
Aﬁer studying thls unit you should be able to

explain the basu: concepts in Managr..mcnt -

define management and describe its nature, purpoée and-scope _

explain that managerial functions are the essence of mahagement process

distinguish various managerial levels - -
_ dlscuss the various methods of demsnon-makmg and 1ts appllcatlon to LICs

* ® o0 @




‘1.1 INTRODUCTION - |

Evc’ry organisation or an. enterprise is established with certain pll}'pOSGS;LgO‘cﬂS and
objectives. These organisations do have a reason to exist. To enable them to ‘achieve the goals
some. programmes or methods arc identified and impleinented. The organisations also need
© resources such,as men, material, money, machinery, information to successfully achicve the
goals or ob|ect1\»a,s The avatlable resources are vsed cconomically and optimally. Skills,
_knowledge and techriques are necessary to make optimum utilisation of these I’t‘SOUICLb n
order to achieve the stated objectives. Management is a combination of all the bovc Le.,
alloc%tmg the resources as inputs in order to achieve the objectives (output) by using managcrlal
functions such as planning, organisation,.directing cte. There'is also need for plans to make
the organisations more effective, The knowledge of skills, management concepts, theories .
and pnnmplcs are Lssential to succossﬁll[v manage any orgamsatlon 1ncluclmgj thc“ library.

1.2 CONCEPT OF MANAGEMENT

In an orgamzatmn or an cntc,rpn se 1I! kmds of rEsOUIces are avarlable - matey 1al human

. and technological. These resources must be L\])I()ltﬁd in a manner that brm‘gs optlnjlum results

11 terms of mput > output functmm = : - : _ |

_ in brin‘g,ing out the optinuun use of the available ré urces a catalytic-role ij.played by
pcople who are known as “Managers”. The managus art rs who are responsible to achicve
the goals. The knowledge and the skills they use igsegrforniing such a role arc broadly referred
1o as the ficld of Management. These managers .@n ers.who are responsible for achieving:
the goals. The knowledpe of skills, manage u'-:n't_ cOMECpts, theorics and principles are essential

for the managers to successfully maaage gpMNerganisation, inclucling the library. For this
purpese, effective coordination of hy rts and non~hmnan resources are brought about

. with a view to optimize the output anization. ‘

vl

M'ungcment 18 ‘the b an’ organization. Mamgunemt is a process mvolving
plamlmgj activity and poticy makM. It also helps in predicting what is going to happL:n (current
environment and the foresight to the enterprise). Peter Drucker rightly pomted out that
management is a multipurpose organisation that m’umgcs a busmess manages managers: and
manages workcr and work. :

Management is the primary force with in the organization which tends to lead towards
achievernent of g gjoalsforga.mzatlon'll ob]ccm ¢s. Tt can also be statcd that the objectlvca are
the basis for manag,unu]t : :

The management also provides dynamic leadership that combines the- productive but
‘passive resources into fruitful outputs ft contributes in obtaining the maximum results with
minimum resources, ' ' o

v

Mfmqgemtnt is ‘concerned with p]anmng execution and reviewing of actl\»ltleqf;}rOCLsses
to achieve the stated objectives by cor “mating the resources.

The knowludge of management concupts theorics and principles. including the basic
SklllS are necessary to manage any ’md every’ org'umation including the l:brary Dlﬁercnt'




organisational settings nced different approaches and hence, the features and functions of
organisations are also important. - '

R

1.3 DEFINITIONS

There are several definitions to the term ‘Management”. Different authors-tried thewr
best to define the term. Let us examine the definitions of most prominent Management Scientists.

i)}  Harold Koontz

Harold Koontz defined “Managément as the art of getting things done through others
and with people in formally organized groups’ ' o

~ Getting things donce means achieving the objectives or goals successfully. Further, -
_employees as a mcré means to accomplish certain ends. It is also an art of creating an .
environment in which people can perform as individuals and cooperate towards the attaipment
of group goals.. : - ’ '

ii) James Stoner

According to James Stoner “managemcnt is fe pro of planning, organising, lcading

and controlling efforts of organisational memberf ising all other organisational resources

poz‘nts: viz, (1) process, (Qj resources and (3)

objectives. It is doing things systeiaglice Iy by utilizing resources to. achieve the stated

objectives. It includes a c_oor oftall the three components. * -

1o achieve the stated organisational goals”

This definition includes threg

In this context. process means systematic way of doing things. The functions can be.
* studied in bricf. '

Planning includes both short range and long range plans. This function mainly involves
in thinking of the goals and actions in advance based on some plan and logic. To plan there is -
a need for knowledge, skills and experience 1n the concerned field. Of course planning includes

‘ forecasting; There is interrelationship between the goals and actions that contribute in achieving
the goals. '

Organising 1s mainly coordinating the resources including human and material resourees.
The integration and. coordination of the work will result in effective management. To do all
this, there is a need for sound organisational structure. :

Leading and directing basically involves stimulating and motivating the personnel.
The managers direct or influence the subordinates in order to-perform their tasks. '

- Controlling supports in putting the plans in right direction, wherein it assumes performing
towards the goals. : ' '




All these processes involve the use of all the resources to enable the organisation to
achieve the objectives. ' ' .

nmi)  Sherlekar
Sheriekar defined management as a distinct process of allocating inputs in an
organisation(human and economic resources) by typical management functions {planning/ :
organising/ directing/ controlling) for the purpose of achieving the objectives, viz., .output-of

goods-and services desired by its customers.

This definition identifies three components, namely, - ‘resources (inputs), goods and -
services (output) and management functions. The inputs/resources have to be used to get the
desired output with the help of managerial functions. The desired output, in other words, is .
achieving the objectives. Management functions play an important rofe in converting or
processing the available inputs into destred output. '

iv)  Henry Fayol

~ Henry Fayol who was considered to be the Father of Management School, haL defined
as follows Lo managc is to forecast, to plan, to organize, to command, to coordinate, and to
control”. ' ' T TN :

commanding, etc.

V) . Peter Drucker ?\ o

“Peter Drucker defined manage @ s a mulitpurpose organisation: that- manages a
business, manages manager and manageSworker and work., The management has to balance
and harmonise three major ‘fun @“ of the business. ’ S

This definition elaborates the components onOgementg namely, planning, organising,

vi). Kcontz and O'Donnel
Koontz and O'Donnel bave defined management as the creation and maintenance of

~ internal environment in an euterprise where mdividuals, warking together in groyps, éan
-perform efficiently and effectively towards attainment of goals. = - ' j’ '

' _ _ i
14 MANAGEMENT - ITS NATURE AND CHARACTER_ISTFICS:

The study of management has become more than the means: or methods to acconfplish
the given tasks. In the following sections we will discuss about thé nature and- characte_ristics
of management. ' ' '

1...4.'1 _Natur-(_e. ) S - | L ‘

- The concept of management has broadened in scope with the introduction Htf new

perspectives by different fields of study. An efficient team of managers can lead a busiless or

4




an organization towards growth and prosperity. - Efficient management is equally important
for the growth of organisations in particular, which ultimately helps in g,rowth and development
- of national economy and development of the country.

The management is the dlrcctmg and eontro]hng agency which requlres collective
efforts to realise desired goals/objectives.

The term Management is frequently used to denote a group of managerial personnel
who perform the functions like planning, organizing, staffing, dirccting and’ controlling for
the accompiishment of certain goals. People join their hands to attain the goals: Ifno people,
there 1s no organisation and no success. Left themselves in organisation, it results in chaos. _
Therfore, it can be constructed that the management is a group activity and the success depends
upon the team spirit- and coordmation, understaning and cooperation among the group members.

* It motivates the people to use all the resources economically and optimally to achieve the
objectives. It supports integration of efforts and provides new ideas and vision to the group.

It brings” the human and material resources together and prm ides a direction to the efforts of
the g gjroup in {lCh]C\«!I]}:, the gmls

Management 1s both an art and science as it involves knowledge, skills, techniques and’
principles. It is considered as science as it has developed c8gtain principles, generalizations
based on facts and data. Further, reasoning is used to int@gpret Yhe data . having more or less
- universal application. It possesses all the charac_ter" igs of Mrecognized profeaslon

* An’organised and systematic body of kniow e
* Need for having knowledge and skil?hgh' established institutions

*

* Need of honesty and integrity ip”Mgactide of the art and science of management
* Growing cmphasis on the ethi uct of management personnel.

1.4.2  Characteristics of @gement

The important characteristics of management arc:
* It-is dynamic
It s an integrative process
It is a multi-disciplinary effort"
It has a universal application
Tt is essentially activity-based, not a person-based or group-based-
It makes things happen
It is multivariable, multimotivated, multilevel and multldlmensmnal
It is purposc oriented _ : '
It is an outstanding means for exerting real 1mpaet on human life.
Tt requires technical skills, interpersonal skills
{human relations skill), and conceptual skills
It is aided by the computer
It 1s -adoptive to changing condmons
* Its policies are probabilistic.

*

* X X K ¥ % %

-




1.5 _FUNCTIONS AND LEVELS OF MANAGEMENT |

The functions of management are discussed by different scholars by studyLng different
organizations. from different angles. ' ' ' '

Luther Gullick gave a classification of seven functions to management and he coingd
the word “POSDCORB” to describe the functions of management. ‘ '

P - Plaming L _ ' _ | |
O - Organising ' | | |
D .- Directing :

S - S_taﬁhig . ‘
Co - Coordinating '

=~

Reporting o . ' ‘ ‘ ‘
B - Budgeting

~ These management functions have been grouped by different management }scientists mn
‘diffent ways. ' ' ‘
The modem management experts have addedQ more functions of management,
such as goal setting, image building and form @ of environment.

However, it can be found that the te y vary, but the acti vitiesfﬁmctions_are_ part of
either one or the other group. Q : o L _ |
1.5.1 Managerial Function S A ' '

The managerial functions ¥re necessarily used in managing activities /- programmes and
operation. Every student of management 1s supposed to know in detail all these managerial

functions. The functions are eiaborated in the context of librazies in different chapters of this-
management course. However, some of the general functions are described here riefly.

i) Planning

_ Planning is an indispensable function of management. It follows the dicium “think
before you act”. Planning foresees the future and focuses attention on choosing & course of
action to-meet unforeseen and foreseen cvents or problems. The bagic philosophy of planning -

15 that one reaches where one wants to, if one knows in advance the path he should tread on. It
1s a mental process requiring the use of intellectual facultics, foresight and sound Judgment.
This planning is the systematic thinking about the ways and means for the accomp]‘islunent of
pre-determined objectives. - ‘ :

Determination of goals and objectives (both short term and long term)
Forecasting. -~ \ -

The process of planning includes




X Drawing up policies and programs : o

identify alternative courses of action and their cvaluation

¥ Prepare actions, schedules and procedures based on plan :
*  ‘Budgeting —_— ' -

: Advance planning provides dircction to managers and conti'ib_utes.in reaching the
- objectives. Proper planning Is essential for all types of organizations to ensure utihization of
human and non-hiiman resources to achieve the desired targets. ' .

ii)  Organizing

Organising is the process of arranging and allocating work, authority and resources
among organisational members to enable them to. achieve the organisational goals: The
managers must match an organisation's structuré to its goals and fesourécs, Hence thie
organisaisonai structure refers to the way in which organisation's activities are divided, organised
and coordinated. An organisational chart can be prepared for easy understanding of the structure.
The organizational chart is a diagram of an organisation's structure showing the functions,
departments or positions of the organisation and how they are related.. o

i) Staffing

Staffing .as manager.ial'ﬁmction'prinmﬁl_\_! ‘involves n—:lection,_'placemcnt,. appraisal of
personnel ~ and manpower development offorts undertaken By an organization. Staffing 1s
important and crucial for the success and existence of any m. Logically staffing is more
complex than n usual practice.  Availabilty of §
achievement of orgamsational goais. '

c persons coniribute and support in

The responsibility for efficient and execuiion of staffing function rests upon

everv manager at all levels. The staffi ciion involves manning the organization at various
levels through proper and effectiyg selc@on. training. appraisal, and development of personnel
10 fill the roles designéd into th wre. Every manager is continuously cngaged in perform-

ing the staffing function; It is Wg€rvasive function of management like other functions of
management. As a part of this function, there is a-nced to have manpower planning, prepare
job description and. evaluation, and staff devclopment. S

iv) - Leading

Leading involves motivation and directing of employees perform their tasks. The leader
influences on the behaviour and attitude of the -emplovees as well.as helps and guides his. -
employees. Leading also involves working with people, and creating proper atmosphere..
With the leadership qualitics, the manager becomes a model anda good friend. However, it is
cssential to rcmembcr that offectivé communication is cssential for successful leading. o

v)  Controlling

_ Th - nanager must be able to control the actions of the staff towards the achievement of
stated objectives of the orgamisation. Every manager observes, supervises the actions and
 activities of the staff members. The managermust be sure that these actions are moving towards
the stated goals by putting these actions en chosen track. Controlling;of the organisational
members” actions is one of the important function of the management, as it helps to achieve

-7



the gbafs. This function involves three clements: (a) Establishing'thc standards of p}enfomlancc_,
{b) Measuring current performance, and {c) Comparing the performance to the' established

1.5_.2' Levels of Maljagement '

- Inan organization management levels exist because there is a limit (o the number of-
persons a manager can supervise effectively.  The levels refers to a line of demarcation
between various managerial positions in the organization. Levels of Management are mcreased”
80 as to achieve effective supervision. It may complicate the communication problem and
make coordiation and control difficult so it 15 desirable to restrict the number of levels of
management. In determining the Jevels the prime consideration should be given to the. span
of control and not vice-versa, E

Generally, there are three levels of management in most of the OljgalliZal;ions, namely,
top management, middle fanagement and lower level or first line management.

. The managerial functions are performed by all managers regardless of their position in
* the managerial hierarchy of the orgamzation. - _ - o ‘ ;

i) T?bp Management

_ Top management is composed of small group of ma) ers and they are resptL]si_blc for
overall management of an organisation. It is the ultimate thority and it establishes ‘goals and - -
policies for the enterprise. It devotes more on plagsing and coordmating functions. This level

managers need conceptual skills to oversee the'ational programmes and make them
successful. Top management approves the decision®™8F the middle level 1]1a11ag3111ent,_ 1ssues
‘orders and instructions and lay down guide\i3® In o library system, hibrary committee is
considered as top management. The | mmittee provides guidance and prepares the
policy for the library. C - : P

i) © Middle Level M, ent

Middle level management consists of heads of functional departments. They are
responsible to the top management for functioning of their departments, They denote. more
than the organtzation and motivation functions of lanagement. The senior or upper middle

middle level managers. The heads of varigus sections in a library, namely, acquisition,
. circulation, _r:eferencé, otc hold the middle Jevel position and are des; gnated as deputy li;brarians -

and assistant librarians, They . form the middle level management in our libraries. This level

managers need more hunian skills An-addition to technical and conceptual skills. T '

i) Lower Level Management

_ Lower level managers are also called Supervisory Managers or First Line Managers
because they are directly concerned with the control of the performance of the operative
employees. This: level includes supervisors, foreman. accounts officers, sales officers, etc.




The manager has to play three different roles:  a) Interpersonal role, b) Informational
role, and ¢} Decisional role. In the first one he plays the role of leader and ltaison officer.
between the management and the employees. The manager also monttors the mformation and
disseminates it. The manager acts as an information channel between the top nmnag,cment
and the employecs.

There are a number of decisions to be made and with respect to resource allocation,
negotiation, disturbance control, ete. The managers play multiple roles..

What Managers do ?

There are several responsibilities assigned to ¢very manager. They have to play different
roles and perform several activities. Some of the activities performed by them are '

a) Managers work with the peopic (i.e. employees) and make all the possible
contribution in aghieving the objectives

b)  Managers get the authority to complete the assigned responmblhty and are also
accountable :

c}  They act as mediators and make dlfﬁcult decisions

d)  They build good relationship with the people, and ' .

¢)  They examine the problems and goals, and fix g tasks for every day/week

) They think analytically, analyse the pr0b0nd tackle them with feasible
sclutions,

Lookmg into all the above polnts we CEQH&I& and understand the importance
of a manager. :

1.6 APPLICATION OF
LIBRARIES AND

EMENT CONCEPTS TO

ORMATION CENTRES

Managing a library or an Inforthation Centre requires the same basic skills of management
required for managing any other type of organization. Pcople with -sound knowledge of
- management concepts, thearies, and principles can manage almost any organization regardless
of its setting. n addition to basic management skills, formal training will be an added advantage: '
The training provides new ideas and exposure to séveral concepts. The skills are important
inputs to successfully manage the LICs. '

Libraries and Information Centres have a combination of features and functions that
makes them unlike any other organization. One of the features of a library that distinguishes
it from many. other organizations is that it'is a non-profit orgamzatmn (NP0} The basic
.1mphcat10ns of this are

¥ The financial resources used to operate NPOs generally come from an armual allocation
derived from ouiside the organization. -

* Most NPOs are considerced to be public rather thar private.

The political conditions influence organisations, which mainly depend upon the grawts
from government. To manage LICs in critical situation, the need is for profissionally competent




- manager, who can apply the management techniges to achieve the stated poals. As stated
carlier, like any organisation, library will be successful if ‘the management skills ar used in day
to day management of the LICs. : o '

- Né_ed for Application of l\’l_tjde'rn Managerial Concepts: -

The general management principlcs which have been traditionally followed i all types
of organizations are scen in practice in library managemcnt. But the change in the society to
which the libraries are serving, the knowledge explosion information handling and processing
techniques, technological revolution,  retrieval systems, the consideration of Thuman elements
in libraries, corporate and participative management approaches and systems approach to
management have to be given a great emphasis in the modern day management of the libraries
and information centres o cope up with the ever changing and demanding n ds of society .

_and clientele. ' ' '

The concept of free services in librarics is a far ory and the managers have to promote
~ the marketing of their resources and- services with market analysis and market rcsearch
techniques. Co :

~* Fund raising and sclf sustainability for libraries to exist in future societies should become
an indispensable phenomenon. ' ' '

The staffing and appraisal programs, cgutinuthes€ducation and training programs have
to be a part of annual management prograny @H raries. ' h

Development of interpersonal rclghh of employers by applying modern motivational
principles is the need of the houg, ' e

Despite a great deal of ussion over ihe past few ycars about sciveral types of
management very few li ave tried some of those approaches but with limited success.

Etzioni and others who have studied professionalism stressed that a full professional
must bz allowed autonomy of action based on a responsible conscience in oxder to perform
effective professional work. Like many organizations today, libraries face a problem of staff
confidence and trust. Staff views management decisions with suspicion and managers on the
other hand, frequently feel that therc is little or no staff loyalty to the institution. -

Lack of (or poor} communication is the most frequently identified Organiz:ia,tional problem .
in librarics even thongh communication is present - both written and oral, what is needed or .
wanted is. not there. So development of communication channels, and techniques is highly
essential for library management relating to work- relationships, authority. structure. Two
clements have to be stressed in effective communication on : the job time and feedback.

_ Managers in all organizations are paid for the quality of decisions they make, which are
-crucial for overall functioning of the systent. In fact the quality of decisions made, determine
to a large extent, the effcctiveness of a manager. Dccision making is core of managerial
activities. Real life problems are vy complicated in nature. In an empirical situation, there
is a large number of inherent facts and every potential course of action triggers off a chain
reacticn. o ' ' '
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The modern methods like model building and quantitative techniques like operation
rescarch, statistical methods and programing techaiques to solve the complexity of empincal
problems should be given welghtage. ' : T

Operations Research (OR) techniques provide a scientific method for exccutive
deopartments for & quantitative basis for decisions regarding the operations under their control.

Network analysis is another solution for sequencing of the problems. The two techniques
are. ' :

* Programme Evaluation and Review Techmqud (PERT) and
* Critical Path Method (CPM). . -

~ They can be uscd as good control techniques which helps in monetary progress and in
reducing time lag for completion of the projects in time. '

1.7 LET US SUM UP

1n this unit we bave studied about the nature and puggose of management. Now let us

recapitulate some of the important points.

* ° Management is the primary force or the 'ﬂa an organisation, through which the
available resources are exploited to the optiggAise. .

* Management is both an art as well as a Sgence. The manager ufiliscs his personal skills
- and knowledge for problem sol 1nd decision-making. As there is also a systematic
body of knowledge composed o inciples. laws. rules, etc. formulated after following
the rigorous procedure o wu and application, management 1s also considered as a
science. § - ' '
* In most organisations, there arc gencrally three levels of management: top, middle and
fower levels, '
* Library is a not=for-profit (NFP) organisation. To provide effective service, to achieve

degree of standardisation and to make best use of resources for properuse of modern
management techniques. : :
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1.9 MODEL EXAMINATION QUESTIONS

I

IL

1) Define ‘Management™. Explain its scope and purpose.'

'4)  Why libraries and information centres nu,d the application of moder

"SHORT NOTES

a) POSDCORB 0
b)  Important characteristics of man@nt

ESSAY QUESTIONS

2)  Distinguish between operative and managerial functions.

3) © Name thc"three levels of managemcnt and briefly describe each ley

conccpts T

v
2
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UNIT-2 : SCHOOLS OF MANAGEMENT

THOUGHT
Structure | |
2.0 Aims and Objectives
2.1 Introduction
2.2 Classification of Management Thought
22.1 Various Schools of Management Thought
2.22 - Historical Periods of Management
223 Classical, Neo-Classical and Modern Theories

- 2.3 Theories of Scientific Management

231 Taylor: Principles of Scientific Management

232 Fayol: Functional Managemeni
$ 233 Mayo : Sociological Perspective

234 Maslow: Hierarchy of Needs Theory
: 235 McGregor: Theory X and Theory Y Q
236 Herzberg: Motivation-Hygiene @}ac
2.4. Application of management theoriesgligr L1C?
2.5 Let Us Sum Up ﬁ“
2.6 Assignment ' :
2.7 ‘References and RecommendeQ%‘

2.8 Model] Examination Qu

2.0 AIMS AND OBJECTIVES

The unit aims to introduce to you various schools of management tliought and their

application to the field of library and information science.

After studying the unit you should be abie to

° explain the different schools of management thought

'y elucidﬁtc the principles of scientific management

> - explain _ the concepts in the theofies of Max Weber, Tavior, Henry Fayﬁ], Mayo,
Masl_ow, Douglas, McGregor, Fredric Herzberg,

. apf}ly s.ome of the principlés of scienfﬁc' management in organizing and manag_ing

a modern library.
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2.1 INTRODUCTION

The coordination of hwman and material resources has been a common con

LI ever

since human beings started living in groups. Management took the form of the ieadership
which was essential to coordinate the efforts of group members in order to arrange the

necessaries of life. Management as a systematic field of study is a product of ¢

hrly 20th

century. However this doés not mean that the pmod beflore this was void of mdundgerialr‘

“administrative concern.

Management has been of concern to organised society throughout the civilise
The systematic study of this thought is mainly developed during this century. The mat

is applied to get the desired results. The study of management theories developed d

century will help in guiding the management decisios, act as a sources of new i
innovations, and to create awareness of the business environment,

] history.
agement
oring the

ideas and

2.2 CLASSIFICATION OF MANAGEMENT THEORIES

A systematic study of management thoutht as a distinct branch of knowl
begun in the 20th century. The management scientists
management thought and classitied them in their ow
categorisations of management thoutht. '

Le¢t us see some

Approach to management is based
as a'generic lable' for ideas, concepts, phifos
have used the terms such as school, s
the .same concept or approach the a
philosophy. Therefore, the studests sh
places.

. schools and styles. The authors
hilosophy in various ways. While d
nust have used different terms such as
ld niot get confused with the words used at

2.2.1 __Various Schools of Manﬁgemcnt Th'ought

‘We may categorise the schools of management thought mto three broad cate
Smentlﬁc schools. il) Human relations schoel and 1i1) Decision 1heow schools. Som
have also identified some sub-categories in each school.

i) Scientific Management Schools:  Scientific management schoo
determine scientifically the best method for performing any task and for selecting

e identified several s¢

the cX¥¥ling ideas.. The word 'approag

edge has
hools of
of these

h'1s used
Or WIters
iscussing
school.or
different

gories: 1)
e atrthors

| seeks to

. training

and motivating the workers, This approach was devised by Taylor, Gantt and Gilberths to -

crease prodilctivity, which is possible by raising the efficiency of workers. The basic
of scientific management'is to carry out more work inan efficient manner. F.W.Ta

“has made outstanding contribution in this area and he is revered as the Father of
Menagemer School

cbjective
lor {Li%)

yeiettific

ay Classical Schoof is also called as Tradidonal or  Universalist $chool of

Management. This schoo! 01‘5(7:'1&‘.(-:;% in France and lenti Fayol 1§ reg
the Father of Clagsical School'. The school considers management as a

COTEARTER i,

arded as
universal

Tiee scliond grew out of the need for fis ding the deulnﬁ forfnanaging




by  System Sehool is based on the works of Max Weber and Luther Gullick. Weber
' researched on the structure of authority and hierarchy in decision-making in orgah
isations. Gullick idehtified managerial functions and coined the acronym -
. POSDCORB. - | -

¢y  Human Behaviour Schoul views the workers as human beings and lays emphasis .
on interpersonal relations. The underlying philosophy behind this school is that
if management takes care ofhappiness of employecs, then it would be possible to
aghieve increased production. ' :

d)  Social System School encourages employees to -build up social ‘groups in the
‘work place and their pai‘ticipatibn in the management process. This encourages
demotratic style of functioning i OTganismion& Peter Drucker (of MBQ) and
Douglas McGregor ( Theory X and Theory Y ) and. Abraham ‘Maslow ( Need

“Theory ) are the proponents of this school -

gy Decision Theory Schools study the procedures of decision m aking in organisations
and advocates for the use of available mathematical models and quantitative
techniques. ' ' :

222 Historical Periods of Management hought

Edward Fvans divided the develbpmeﬁt'd‘r‘ maniggfent theory into four broad beriods.
They are (i) Pre-scientific Period (i'e., Pre-1§80).Xi1) Scien'ti_t"';c"Management Period (1880-
1927). (iii) Human Relations Period { 1927-198Q)4nd (1v) Synthesis Period (:_I'950-Presem).
i)  .Pre-Scientific Periogel’ re-$850)

cotd be depicted by long linc of sweating slaves painfully -

The prescientific pep
dragging a lime stone bl ards a pyramid and along with the slaves are “managers”
cracking their whips. The wo often coined for this period is “autocratic”.

During, this period. many remarkable facts of organization and joint luman efforts to
modify the environment were performed. Works such as Middle Fastern Ziggurats, Egyptian

“and Middle American Pyramids. the Greﬁ_t Wall of China and Persian roads and buildings
attest this fact. ' ' :

Three men born within a span of twenty years responded to three distinct challenges of
the thme. |

] ROBERT OWEN (1771 1858): He became concerned about the cvils and the in-
fumanity he saw in industriatization. He argued that by improving the conditions of empicyces
lead to increased production and profits. '

+  He advocated devoling more attention to human being {(whom he called as “Vital
Maching’). which could be improved if kept * neat and clean”, treated with
~Kindness™ and supplied with su fficieni guantities of “necessities of life”.

-
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‘He helieved that manager's best i mvestment was on worker¥, l her efore, they should

pldy arole of tefmmel

Hc 1'en'1.ains as a dominant figure in fighting for workers' rights.

He reduced the working howrs per day from 14 hours to 10. hours and refused to

4

hire chi[dren'under the age 10.

Charles Babbage tried to advaice technology .

He was an early advocate of the division.of labour. e also believed that

2) CHARLES BABBA(. (1792 - 1871) Babbage was a. Cdmbmloe Professor and
Mathem‘mcal gemus

cach

operation should be anatysed to enable 10 isolate the skills involved in each operation.

This enables to provide training in the areas required. whlch helps to redug

¢ the

training cost and improve the prod uctivity |

He advocdted that accurate data ohtamed from rigH
in thanaging an enterprise

* He emphasised on work measurement, cermination, and wage incentives

the fore-

* He was bést remembered as inveldr O “analytical engine™, which was
runner of modern computer, ' .
3y CHARLES DUPIN (; 1873): Dupin was a French Engineer.

* He was interested tin management education rather thar human beings or technology.

k). Scie_ntific Management Period (lsso -1927)

con

gvestigation shouid be

: Unilke bureaucracy scientific manaﬁemenl was chmnptomd by practical mien. The

- essential clmracter of suentlﬂ management. often called task management,

wias A

representation of second period ol development in management thought. The indusrial revo-
lution, would be a montage of machines. assem bly-line operators, gears turning, stcam rising,

and huge piles of goods. The keyword here is mechanistic. Most managerial concepts of this’

time emphasised oroamzatlon aspects of work.

The wmkoFF W. TayEm Frank and Lilian Gilbert, Ilenry(malt dlClIlldOleted]y basic

to the development of scientific’ Mmanagement theor} and practice. [avlor Is thoughrw be the

person who founded the scientific '1pproach to managetient.

utilized -



MAJOR CONTRIBUTIONS TO SCIENTIFIC MANAGEMENT THOUGHT

S No. SCHOOL OF THOUGHT  PERSON CONTRIBUTIONS
I Scientific Management - F.W.Taylor. Shop Management

(1903)

Principles of
Scientific
Management (1911)

Differential piece of

work. Time and motion
studies

Henry Gantt  Task and bonus p]ah
' charting techniques *

. 2. Tunctional/Operational .I-Iém‘y@ "Administration

Management Theory : : Industrielle et
' : : . O Generale (1916)

i) Human Relations Period (1927

The year 1920 is regarded "ﬁiuc decade from the point of emergence of todern
management thought as it reporte ge with regards to social attitudes: social alterations
internationally, international human rights, replacement of pollmal institutions. The sociologists
and psychologists contributed to the development of management thourrht This period laid

~heavy emphasis on inter person’ll relations. -

- This period was against overemphasis on productivity as made during the scientific
management period. Humanism was emphasized. Elton Mayo made a study on worket's
fatigue and her contribution to management was socialogical perspective of the work situation.

" Her study at Western Eelectric. Haw thorne, Mlinois, is a milestone m to managetment studies.
Mayo was credited as Founder of 'Industrial’ Soctology - chholovry and the human retations
the ories of management . During this period the 'psych.o]%y and the human relations the-
ories of manag.ement.' During this period the importanée of group'was recognised and these
groups became the centre of workers social life. Further, bricf rest periods or light lunch in the '
morning and afternoon have contributed in increased production.

17




iv}  Synthesis Period (1950 - Pre.sent) _

The complexity of organizations in the later half of the present century tended lead to

* think for more intricate strategics to deal with people and organisations. It became clear that

o single organisational strategy will work for all times and for all people. Different strategies

are needed to tackle different situations and different people. Management scientists with the

help of behavioural scieiitists extended research beyond human relations field using

mathematical models. statistics and c0111ptltcls" The research has alse gained the support of

' speuahsts from the systems theory, operations research, and statistics. As the period is
chardcterisedzwnh the efforts of mlerdmcnplmary fields it is known as“Synthesis Period’.

I

223 Classical, Nco-Classical and Modern Managemcnt Theories /.’

-
. .

The management theories are classified into three broad categories. They are classical,
neo-classical and modern management theorics. (Hitts e7 «f ) '
|
. The Classical M.fmagemcm Theory is based on the ideas on managem{ant oforga'nisation
during the 1880s and 1920s. This school is often referred to as the Traditional School of
Munagement as it evolved as a result of_mdustrlal revolution. It consists of three branches:
scientific management. administration managemént and bureaucratic organisation. As you
have already studied in Section 2.2.1 scientific. managégent is concerned with application of
p'rinbcip!es and practices. F.W. Taylor is the archit ministrativé management theory
and presented his 14 principles of functiongl mai ment. With the complexity and,
specialisation, ofganisations became burea organisations. Max Weber became a
propounder.with his principles of organising yettorts and procedures.

- Neo-Classical Management Thgory €920s - 19505) is based on the two important schools
of management, namely. human i
been considered as the ‘Fathgr of
interpersonal relationships

human relations school and it

iman Relations Movement’. Mayo emphasised on the
! the employees. The behavioural school ts anjextenston of
Ciders organisational humanism for managerial efffectiveness,

/s organisations became more cnmp!e'x. the need for modern managenient theories
became essential. The Jater half of the 20th century has witnessed the development of many
theories of management by management scientists, behaviourat scientists and mjany with the
interdisciplinary approach involving mathematical and statistical tools.

Theories of Management

Neo classical theory - Muodern Management o

Classical theory

| ‘ 1
1 1 Teehieal andd

’ i ' . TP {Lontingeng
Burcaucraey - Selentific Mrocess Muanamement S guwantitative Systems (A‘ 1-1:'1C‘I-1L Ly
Manugement {Fayaly _ Decision making Approach . APPIY
{ Taylor) : i with the help ol OR

HLII]]EIH I‘CI{ll’IOI‘IS Behaviorat sciched

(!\43}’0] : approach {Maslow,
Melareeor)

s school and behavioural schools, Elton Mayo has -



2.3 THEORIES OF SCIENTIFIC MANAGEME.NT - o

So far you have studied the various schools of management and their classification.
_ Beliind these theories there exist” work. experience and research of several practioners and

academicians of management. Let us now study the various theories of scientific management -
nropounded by various management scientists,

2.3.1 TAYLOR : Scientific Management

Scientific management is an approach formulated by F.W. Taylor {1856-1915) and
others between 1890 and 1930, that sought to determing scientifically the best methods for
performing any task and for selecting, training and motivating workers (Stoner and Freeman).

Taylor emphasised on the production and was able to clearly come out with solutions
for increased prodiiction. His main contributions are ' '

a)  the concept of fair day work and

by  differential rate system.

Taylor observed the work area and analysed work methads. time involved in movements
for the jobs. Each job was broken inta components and idegtified the best method of doing
*each component. On the basis of time-and-motion studieg. deNifined a 'fair day's’ work fora
siven task. 'Fair day’ work may* be used as to stangdardisSwe work output and production
figures. :

Differential rate system is a new syst “payment, which was using incentive pay.
The differential rate system is payment ggonc Kle when they met the established standard but
a higher rate when they surpass thei \I/standard work. The standard work should be
reasonable and acceptable to bog aoer and worker. He also introduced rest periods.

reduced working hours from 10

ln a library examples for time and motion studies are- pasting the lables, packets;
photocopying; alplabetisation, filing etc. This is based on motion of hands, eyes and feet of
an individual who is working on a particular activity at a location.

i} FRANK GILBRETH (1868 - 1924) and LFLLIAN GILBRETH (1878-1972)

Gilbreth couple's contribution to scientific management is also phenomenal.
Their main contributions are . '

a) Fariguc and motion studies: 'The most economical motions for each table were
identificd by using motion picture studies. With the help of such motions, fatigue
was reduced (with the concept - every mition eliminated reduced fatigue) and
performance was improved.

b Three position plan According to -this plan a worker would do his/her

work: prepares for next highest job and to win the successor. Alithese at the
same time: which enables the worker to develop.
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i) HFNRY GANTT (1861 - 1919)

Gdntt s contr lbutmn to the com_ept of bLIS]]tlfL management by mtroducu

b)

Task and bouns pla_‘n. and

- Gantt charts

.(Jdﬂtt intr oduced bonus if the bldl"ldald of ’1qsuuncd worklmd 1S llnlshed TI

w1|[ vet bonus for each wmI\m who LOITIp]t,th their work zmd eXlra, bonus if aII
leach the qtandard " :

Gantt mtmducc.d (.hans to: record the workers' progress on mdlwdual bar

(1a11tl charts are still-in \t‘l} much use. The most important mmcpt isto rating
- work pubisclv ' :

The scicntiﬁc management theories gave a good support for increased pro

2 3. 2 HENRI FAYOL (1 84] - 1925) Funcrmnal Mmmﬂement 0

nt from progess or function
certain types of Funct_i'ons li

Other creany of thought considered man
This thought argues that a!l administrations pe
organizing, controlling and so on. ‘Manage
" The theory holds that college plesldum Lh
tions, adm]m:ﬂratoxs of ullgloue opfan

chn deol is thc {irsp
pl ficiples and skills that undeN
of nmnauement based on forcas

Nanag ment scientist. who nﬂde i attempt to
fective management. He believed that with pro

ng -

-E-

g it is'easy to have cffective résults. Fayol felt{

¢ supervisor
the workers

charts. The
the worker's

ductivity.
y .Process.

| approach.
e plainning,
de functions.
administra-

pLdentif’.\f-_the-

er methods
hat to learn

‘management skills, it is possible with tlie comination of education and experic
combination gives solid backaround. [t had been reasoned that every worker nee
-ability to background. It had been rcasoned that every worker needs technical abi

hclp of his guidelines is a I‘I’iIlL‘?IOIIb‘ in mdndgement

'F-ayol's 'six fundamental/ interreiatcd activitieé_ot‘organizations are :
1} Technical or produc’tio'n aspccts. cg: cataloguing of boOks.

2) C ommerual aspects (buymv & Scllmg, exchange oFgoods] eg: buying
mater ial; sellmo mfonndt;on producls;‘%erwce'\
3) Fll]cll'l.CIa| (sealgh for servn"lnr & efﬂuent use ofmoncv) eg:allocation of
lesources

4) 'Securrt\« [protectmgqafe*y of emplovels & plopen ty) eg pj}otection of library

malerials
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5) Accountmg (statlstlcal rec01d thinking). eg: Mamtammg f"nanua] accounts and
. statistics. :

8 Mandbemcntdl activities (p]anmmo, organizing, and control). eg: - essential to achrew. _
the objectives.

i) »-Fa}-'ai"s Gencral Principles of Management

ayol stated the principles of m'maoement T hesc principles are fiexible and have to be
applied at different and chdngmg circumstances. They are

_ 1_}”Divisin'n of Work_ {or Specialization): best to assign workers fo the jobs fairly
limited in scope so that they can perform the work efficiently which leads to high productivity.

- ) Anthority and Responsibility: Authority should be delegated to complete the stated
" responsibility. These two should go together. :

3) Unity of Command: An employer should reccive orders from only one supervisor.
Fayol observed that conflicts may anse if instructions are reccived from more 1han ong
‘ supetwqor

nnot exist without umt} of direction. It

4} Unity of Direction: There.should be g e plan soe objectives and one person
! - to supervise (one unit, one planj. Unity of comn @

i _ “is useful for designing and functioning olgwganisation, structure, sreating deparlmcnts

‘Iaterest fo General Interest: F'ayol believed that -
ral interests over individual interests.

-5) Suberdination o_f Tadivj
individuai should give priority to ge

6) Remuneration : Mus fair and accurate which affords maximum satisfaction for
both employee and employer. - ' '

7) Centralization: Favol thought centralization of authority is desirable for overall -
control. Formulation of policy, gencral basic rules procedures cught to be centralised. Encugh
authority should be given to subondmdtcs to do their jobs and retain the final 1esp0n51b11|t3
with supervisor

- 8) Lines of Command : Any organization ncccls a Iormallzed hlelarclw which reflects
the flow of d‘uthorlty and respons,lblhty :

Scalar chain establishes the chanpels {from top manager through which commugication
will pass. To save time and avoid distortion of messages, there would be short circuiting chain

so as to allow quick communication and swift down.

- 9) Order: Relationship between various units must be established in a logical or rational
manuer so that work harmony between units is created. -
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. some way connected with individuals from

10) _Equily;._ Pera_OJinel..should be trea_ted.equall_'y:and friendly. o '

11 ) Stabillt};ol‘ Tenirre: Employee 'shou Id not be removed frequently. F'requ'.en_t changes :
(or _rotation) on different jobs will disturb __the. functional aspet;t of an 'or_ganiza’t;ion o

12) Imtlatwe In:tlatwe should be encouraged at all levels Subordmates shou!d be
' asked to conceive and carryout their plans '

" 13) Esprit de Corps: (Unity. is strength}. S'oirit of loyally 'a_n'd devotion which unites the _
members as a group. As the principles are not immunable to change they are to be used -
carefully and discret]y Asto quote Fayol “It is a matter of making how to make usg of them,
itis a diffi cult art reammg mtelhgence expenence division 'md proport|on o -

- .

2. 3. 3 ELTON MAYO: Soc:o!ogrcal Perspecnves T

_ Mayo S contrnbutlon to management theory was a soc1ologlca1 Perspectwe of the work -
situation. The tesults of Hawthorne and other studies convinced Mayo that the long held notion -
of the “rabble- hypothesis” has to be rejected. According to which the workers were a dis- -
organised group of individuals, each of whom acted only out of self. interest. [f managers
accept this hypothesis, they seek to appeal to that self-intef8gt to increase production: Mayo’s
work, deimonstrated the importance of the group and pro@fallacy of the rabble hypothesis.

Work groups frequently become the cefntrerker’s so'cial life, especially in urban
society. In libraries, both the clerical and afessio | staff find much of their social life in
: p%ted to thelr work environment. Thus when
changes are pro;ected for thc work si strong, sense ofthreat exlsts not 0nly 11} terms :
of_;ob secunty but also in terms of sc%urlty ' S '

_ . Elton Mayo was the mo! uential person. He belonged to a research s.h'elne of
Harvard Graduate School of Busnress Administration who undertook a long study of worker
fatigue and productivity at Western Electnc Hawthorne Industnal P]ant These SlJud1es are
called Hawthorne Studles

Mayo mtroduced the concept of somal man, motlvated by desire to form relanonsh]p
with others : ' '

He emphasnzed that brief rest penods would 1mprove product:on He was cred|ted as -
the Founder of Industrlal Socmlogy-Psycho]ogy and Human theories of management

: Mayoand his'As‘socia_tes ha've come to th'e_ following conc.lusiOns : :

1y The amount ofwork to be done bya worker is. not determmed by physrcal ca acity but
' - by social norms. : : ll)

2) Non-econom1c rewards and sanctlons play a Slﬂmf'cant role in mﬂuencmv thc behaviour
~ of the workers. - - S




3)  Generally workers do not act as individuals but as members of groups.

4)  Informal leaders play an important role in setting and reinforcing group norms.

After these experiments it became widely accepted in management that the organisation
is a social system and the human factor is an important element. Thus the content of management
teaching and practice were completely changed. ’ '

Less attention was paid to engineering application of time and motion study: and more
emphasis on interpersonal rclations. leadership skills and human motivation.

Rewards of non-economic incentives motivate the employees. It becomes cvident that
huinan relations thought was not the ultimate answer for problems of management and so the
search continued for an adequate theory and the critics of Hawthorne began to appear.

2.3.4 Maslow’s Hierarchy of Needs Theory . . ,

One of the most widely mentioned theories of motivation is the hierarchies of needs
theory put‘forth by Abraham Maslow. Maslow saw human needs in the form of a hierarchy, .
ascending from the lowest to the highest and he concluded that when one set of needs was
satisfied. these nceds ceases to be a motivator. '

Basic human needs placed by Maslow in an aSb@ordér of importance are shownin
figure- . - ; '
: l)Physinlogical Needs: These are the bans for sustaining human life itself, such-

as food, water, shelter, sleep and sex. Ma gmphasized that until these needs are satisfied
to the degree necessary to maintain Likg oth§r needs will not motivate people.

2} Security or Safety N ds: Wyese are the needs ta be frec of physical danger and the
fear of loss of a job and pro ' :

3) Social Needs: Since people are social beings. they need to betong and to be accepted
by others. These needs include aftection, love, respect from the social group. '

4) Esteem Needs: According to Maslow, once people begin to satisfy their basic
iieeds they tend to want to be held in esteem both by themselves and by others. This kind of
need produces such satisfactions as power, prestige, status, self respect, recoguition and
appreciation. ' : '

5) Need for Self-actualization: Maslow regards this as the highest in his hierarchies.
It is the desire to become what one is capable of becoming to maximize one’s potential and to
accomplish something. Individual accepts io be increased responsibility and develop creative
talents. - :
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2.3.5 MLGregur s Theory ‘X" and Themy ‘Y

Dutlha Murray MeGregor, in late the 19505,
Y. These theories are d%SlImpUOI]% about human nat

Thcm'y X

Theory X. is a traditional
motivated by force. money or pra

1}

Need

for selis '\ . o ] ’

actualization

yA AN

Esteem needs” i : ‘

Adlihation or

acceptance neets

'\I..
1

Seeurity ar . . : ‘

“sitlety needs

Phivsiologtcal

U

needs

fig-1: MASL OW S HH:RARCHY OF NEEDS.

¥

Jlated the classic theory X and theory
®and motivation,

dew ORimotivation. " This states 1lmr employees must be |
he work is distasteful. The assum ptioms are as fellows:

An average human being dislikes work and will avoid, if possible,

Becausc of this inherent dislike of work. people have to be comJed or
motivated with wages or show of compensation for the achawcmentof '
oI lr.':1n|zallonal soals;

Anaverage human being prefers 10 hc dirécted, little dcqn tor responsibility,

less ambmous and wants security above all;
Mativation occnis only at physiological zmd SeCUrity Ie'\»'els:

Muast pmplc must be’ a,loac.l\f controlled. often coerced, to achieve or ﬂanlz"t[onaL
0I)|u,t|\»<,s
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- - performance with creativit
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2.3.6 "'Herzber'g: Moﬁvaﬁbn-Hygiené'Af)pfdacii .

" motivation. '
separate sets

o Frederick Herzberg and his associates found out a two- factor theory of
~ This theory énunciates that job satisfaction and job dissatisfaction arise from two
of factors. ' S :

" Inonegroup, things as compahy policy ‘supervision, working conditions, interpérsonal
relations, salary status, job security and personal life were found'as. motivators, Absence of
- these factors produce dissatisfaction. SR ’ S :

. Inother worckis»iﬁt_ﬁ.’ey-‘fék‘ist in the work environment in higher quality.and quantity they
10n. Their existence may not.motivate in the sense of yielding

-yield no dissatisfadt
However, their task of existence would result in di'ss_'ati_Sfacticnll_. The_s‘é_arﬁ_-cons@ﬁly referred
" to as “Hygiene factors”. ' : ' ' '
led them as
recognition,
d feelings of

.- In’the second group, Herzberg listed certain satisfiers and therefore ca
motivators, which are all related to job content. These include achievement,
challenging work, advancement and growth in the job. Their existence will'yiel
. satisfaction or no satisfaction ( and not dissatisfaction). "~ '
eirpresence
Lsatisfactibn

ce or hygiene factors. Ti
 present otherwise di
sense of satisfaction.

The first group of factors Herzberg dalle_d mainten
- willnot motivate people in an organization: yet theyagt
will arise. The second group has the potential

of yieldi i >
Job attitude affects the quntity of @ork@n people feel good about their jobs, the :
y is likely to_b%}ve@; If they do not feel good the performance B

d'LI s

. Libraries have been in existence from times immemorial. They have been changing fast
to keep pace with developmenits in the society. A modern library is.a complex rganisation.
- Scientific management of Tibraries and iriformation centres would bring éfﬁciqnc'y. It is possible -

~ -only through the application of principles and Scientiﬁcfsys'tem_atic-'methods. We rieed to study
'managemel'ﬁ._theories in the context of library operations, - S

B

s likely to get affected. .

2.4 APPLICATIONOEMANAGEMENT THEORIES T

1 Classificétion_— of management tli_eories'i'n relation to library managéinF_nt

Till recently theré were no attemps made to.examine the benefits of the application of.

* management thought to the library management, Edward Evans has made an attempt on the .

classiﬁcgt_ion of man_ageme'_n_t theorigs in relation to_Iibrary-ména_gem-ent. He idet tfﬁed_three =
basic pef‘i,lod's?:name_ly, ne 1937, scientific (1937-1955) and human relations (1955-present). -

periods.

satisfaction. - .

During the early periods (ic..p  1937) libraries were run with the traditiona
L_ib'i"a_ri_es Were'chara{':teris'ed:__by relativety small collections without any application
methods. Most of the libraries were blindly following either their own past practices

the other kibraries. Scientific period started after the second world-war and thd

| 3

approaches. -

of scientific
or imitating
' period has .




~ witnessed the g gowth of collections, staff and financial resources of the libraries. Cost:ng
techniques. use of mechanical equipment, studies on classification and cataloguing technlques
etc helped to bring the library management on the lines of scientific management. The human
relations period. has become a_ testimony for the application of democratic. principles,
participative management and involvement of employees in decision- makm 1 process. Still
libraries need to. adopt the systems theory, quantitative techniques, etc on full-scale in the
managemunl ofllbranes and information centres.

(2) Library management and POSDCORB

Luther Gullick has formulated seven functions, namely planning, org\anising, staffing,
directing coordination, reporting and budgeting).of an organisation in an acronym -
POSDCORB). The planning is the first and essential step in the effective and successful
management of libraries. It provides not only a basic framework of objectives and strategies.
butalso show systematic way to achieve the g goals. Organisation stresses the need for cooperatwe
activities of persons to achieve the objectives through a formal structure. Libraries have bcen
organtsed into different dcpartmcnts secttons, units, etc. to facilitate the effective use of llblaly :
- materials and services.

. Staffing.is concerned with providih;:, right type of persons to manage different sections/
.jobs. Statfing is crucial for successful management of any agganisation intlzludipg libraries.

The managerial functions such as directing and coordlna i very important and luman
behaviour. The library managers should possess abili ership qualities to motivate
and coordinate the staff to work willingly towards ¢ ent of library’s objectives. Annual
reports help libraries to maintain good public retatio h administration. users, public, etc7
Basicaily libraries are spending organisation ‘ ceting helps in balancing of estimated -
revenue and expenditure in order to achieye set Yoals.

{3) Levels of management in librarie

Libraries adopt different leveWgfl management, viz.. top, middle and operational levels
for using different management techniques. The top level is responsive for taking policy deci-
sions, policy fermulations, planning, control and evalvations. The middle level takes up the
responsibility of execution of programmes, supervision, ‘coordination, monitoring, etc. Af the
-. operatlonal level daily/routine tasks are performed. Thus, an eﬁluult management depends
on sharing of I‘Cprﬂ.Slbl][tles by all the three Ievels

(4)  Library as a system

General Sy"'s[ems Theoty (GST) developed by Ludwig von Bertlanffy forms the widely
accepted theovetical base of modern management. GST attempts to integrate knowledge from
various sciences, namely, biological, physical and behavioural into a single system. As vou
know. system is a group of elements which are interlinked. interrelated and interdependent
and together constitute a whole. The clements of the system arc also linked 1o the outside
environment. Considering fhe library as a system. various elements or variables such as stalf-
members, reading materials and finances make.up the elements of the library system. Varioys -
~sub-systems such as acquisition, circulation, processing, reference, etc are the nterdependent

parts of a system. ' '
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- "_2) ' Explaln why we need schdQ

and mformatton science.

- 1')' Crltlcally examme the var |ous 5% of management in the context ofllj
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MODEL EXAMIN «‘;p N QUESTIONS

L ESSAY QUESTION S

: '2)_ - Explain the varlous histor |cai perlods of manauement thought s
3) - "What is the basis fol dividing the managenient theories by | Hitts et gl 2
.. 4) . Modem management theorles are essentlal f'or the plesent day organisa

Il SHORT NOTES

_ 5) ‘Discuss the management theories of Tayor and Fayol .
6)- '_'How do you apply the theortes of scnentlﬁe manag,ernent in‘the managem

S e) Hlerarchy of needs theofy |

- e) Libgarian as manager Lol

i ) - Name the various schools of management thought and brteﬂy descnbe each
of.management. :

Lcomplex nature. Discuss, -

'Lle

a) Neoo[ass:cal school ot manalrement '
b) Theory X and Theory Y-

d) Matm ity and Inimaturity theory .~
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UNIT - 3 : GRGANIZATIONAL THEORIES

Structure

3.0
3.1
32

33

34

35

3.6
3.7
3.8
39

Aims and Objectives

Introduction

Organisation - Characteristics and Principles
3.2.1 Charactenstics

3.2.2 Importance

3.2.3 Principles

3.2.4 Urwick’s Principles

3.2.5 Organisation Theory

Organisational Structure

3.3.1 Line-Type '
3.3.2 Line and Staff

3.3.3 Models

3.3.4 Functional System
3.3.5 Group Dynamics

3.3.6 Bebhavioral Approach

Systems Approach : .' S 0

© 3.4.1 Systems Environment
3.4.2 System Attributes N

3.4.3 System Objectives '
3.4.4 System Models . ?\ '

Organisational Charts Q“
" 3.5.1 Definitions :

3.5.2 Types @

Let Us Sum Up

References and Recommended Books .
Assignment _

Model Examination Questions

3.0

AIMS AND OBJECTIVES

The unit aims to introduce you the various organisational theories,
After reading the unit you should be able to .

explain the principles of organizational theories
describe the various types of organizational structures
distinguish the line and staff <ystem of an organization
describe the functional system of an organization
discuss group dynamics in an organisation

explain the meaning of behavioural approach

apply systems approach in organizing your library.

31
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organization means an attempt to explam predlct and influence behavror of individuals in an

function of managem ent.

Accordmg to Henry. l-ayol ‘to organize is to provide an.ente
its functioning - raw materials, tools, capital and personne]”

Orgamzmg isan |111p0rtantfunct10n of management. It deals with e blishing re a

W

: between factors of production.lt concerns itself with the mtcrnal relatlonshlps supLh as rt
'bthtles of personnel arrangement growmcr of machines and matel

YAORIEL i

of persons in commumcat:on 'md relatlonshlp 1i0 each other and are Wlllmo
a common endeavor”. : : Ced

usefulto

tlonship

*spons_i— .

PLES

It prowdes a structure, a framework on- Wthh the managerge
discuss the character[stlcs steps involved, mportance a

3.2 1 Characterlstlcs of Orgamzatlon - O oGy
i) Com_munication. '

i) Cooperative efforts

N - B sl ianni

i) Common ob_;ectwes : B
. : . e
.1v)  Rules and regu]atlon '

Orgamzmg is the basic function of managemen&ainq it brlngPtho;ges::’tJ;F L, }qmﬂag‘

human resources to form a manageable unit. Orgamzanon helps n planmng,\st:aff'nﬁ
and controlling. E

gement-.. '

ftlve will -

b

- 'M—Orgamzahon”rs the ba‘ckborre of" managemf’ Witho

A braii SS0 ol

1) Fauhtatmg the achlevement of ebjectlves

et sists o Puede ez Ban sl yaibss
-2) -Facﬂltatmg optimum use of resources and techmques
3 Stlmulatmg creativity and mnmvatronsr
. rdV‘w'
4)
3)

6)

enterprise. Organization is also-used to mean a group of people, structure of relation and a



- o

~ 3.2.2 Importance of organization

Organisation is a basic management function and hence it has always been important to
us. : . i .

i) It brings in organisation siructure
i) It facilitates management '
iii) It facilitates coordination
iv) - It facilitates growth and diversification
v) It facilitates optimum use of technological innovations

vi) . It ensures optimum use of human resources -
“yii) It provides training and development

3.2.3: Principles of Organisation

There are certain basic principles of an organisation which should always be observed.
These principles are the guidelines for planing an efficient organizational structure.

1) Consideration of objectives

enough to adjust growth expansion and v jatiofs

3)  Division of work and .spé_cfalizafiono
4y Definition of jobs v

5) - Sealar principle: CleaQ’M authority running from top to bottom

6y Unity of cwnmar@re should be only one line superior in one organization

2) Unity of functions: There should be perfect%mny. Functions should be flexible

7y Balance of various, factors: Balance in formal structure of organization is factors
~ having conflict like central ization or decentralization. Span of supervision, and
lines of communication & authority allocated to differ ent departments.

8y  Flexibility
9) . Continuity: Change is the law of nature

10) " Delegation of authority: Authority delegation should be commensurate with
responsibility S : '

managers are required to go-through exceptional matters. Problems should be
referred to higher authorities. ' :

11) . Management by Exception: Organization structure should be designed so that

12)  SpanofControl .- Span of control is the number of employees a manager directly
supervises; use of managers time and their work toad. Factors effccting span of
control are - speed, change, complexity or representa tiveness of work, quality
and availability. '
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13)  Organizational Development (OD): OD is defined as “a planned procesL designed
io improve organizational effectiveness and health through modifications.in -
individual and group behavior, culture and system of organization using knowledge
and technology of applied behavioial 'sciencc” (Beach 1980).

- Theemphasis of OD is on the organization as a whole. Main observations are fo improve - -

effectiveness of the enterprise, in the face of growing techno- social, political, economic chal-

lenges and knowledge explosion. It may he useful to know ten principles of orgariisation as
stated by Urwick. .

3.2.4 Urwick’s Ten Principles of Organisation

Ten principIeS"of orgamisation were pronounced by the noted Mmanagement scientist,
Lyndall F Urwick. These are summarised and reproduced here,

1) Principle of the Objective: Every organisation and every part of it must be an expression of
- the purpose of the undertaking concerned. '

2) Principle of Specialisation: The activities of every member or any organised gronp should
be confined, as far as possible, to the performance of a sinMe function. I

3) Principle of Coordination: The purpose of opWging per se, as distinguished from the
purpose of the undertaking, is to facilitate coordi % and vnity of effort.

- 4) Principle of Authority: In every organised %ﬂ]e supreme authority must rest somewhere,
There should be a clear line of authori ot the supreme authority to every individ‘ual in the
group.

5) Priné{vle of Responsibiliry, @pon'sihi] ity of the superior for the acts.ofhis sublr)rdinates '
ts absoluis, ' : o :

6) Principle of Definition: The content of each position - the duities involved; the authority and
responsibility contemplated, and the relationships with other positions should be clearly defined
-in writing and made available to all concerned. :

7Y Principle of Correspondence: For every position, the i‘esponsibi'lity and authority should
correspond. - - o

8) The Span of Control: Every supervisor should supervise limited number of (not more than
five or at the most six) direct subordinates whose work interlocks.

9) Principle of Balance: 1t is essential that the various units of an organisation should be kept .
in balance. : : o :

10) Principle of Contimuity: Reorganisatio is a contin wous process in-every undertaking specific
provision should be niade for it. '
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3.2.8 Organisation Theofy

The organisation theory extends over a giowing area of research in a variety of fields
bearing an organisational behaviour, performance and group dynamics. The objective is to
systematise the amorphous work of perplexing experience and bring more of scientiiic methads
of observation, generalisation, testing and manipulation to bear on the theme of organisation
‘behaviour and management by organisational systems,

33 ORGANIZATIONAL STRUCTURE

The structure of an organizatlon is generallv shown on an orgammlmndl chart or a job-
task py:amtd Organizational structure shows the authority and responsibility relationships
between various functions in the organization by showing who reports to whom and is directly
related to the attainment of objectives. Organizational structure involves formal relations
betwecn organizational members. These relations may be of three types: '

(1}  Relations between supervisors and subordinates (line relations),
(2}  Relations between specialists (staff} and line executives, and
(33 Lateral refations. :
Development of organizational structure involves twzhings:
1) Thefunctions which are to be performg@™sgquires the determination of activities,
: the organization needs and division o ctivities depending on specialization
tequired; and : ' '

2} The form of structure : reqbires the detaifed study and appiications of
organizational principles. ' '

Drucker pointed out thre fic ways o find the kind of struclure needed io-attain
the objectives of a specific enterpriSe. These are

* Activities analysis: Leads 1o Departmentalization. .
Dec;mon analysis: What decisions are needed 1o attain the objectives. la feads to evolutlon
of patterns of decisions,

¥ Relations analysis: With whom a manager who is incharge of an activity has to wor k

Such analysis helps to identify communication |line and staff refation, whic!‘ inturn wil
help in determining the structure of arganization,

Structure defines the pattern of vertical flow of au‘tho‘ ity called line and the area over
which the authority runs is known as span of organization.

Level 1 ——  Librarian
Level 2 —  Deputy Librarian
“Level 3 ——  Assistant Librarian
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~ An important component of any organization process is the creation of organisational -
“structure. It represents the hierarchical arrangement of various positions in an enterprise, system
or in a library. It helps in allocating authority and responsibility formally, The form of
organizational structure depends. up on the nature of activities of Ii'brary_s competence of
personnel and the philosophy of management. ' ' :

A

There are three basic types of organizational structure which are quite popular.

Line Orgzinization
* Line and Staff Organization
* Functional Organ’zation

3.3.1 Line Organization
It is the simplest and the oldest orgénizatioﬁal structure. As is im-plied,- it hias been

referred to in management theory as a scalar organization. As it resembles the line of command
in an army, it is aiso knniown as a military type of organization or scalar organization.

1t represents a direct vertical relationship through which authority flows. The line of

authority flows vertically downward from top to bottom throughout the organization: The
quantum of authority is highest at the top and reduces at each successive level down the
hierarchy. Every person in the organization is in the dire®yghain of command.

provides the channel of communication, coord

Advantages:” ?\ - . R
)y  Itis very simple to eé@hnd.eﬁsy. for employees to understand

2} There isa clcar@ntiﬂcation of authority and responsibility

3) Mt facilitates the prompt decision-making as there is definite 1uthor1ty at every
level

The line authority not ()":1]y becomes th_e. le of the operating personnel, but also

g and accountability in a library.

4y Itfacilitates unity of command and confirms to the scalar principle of organization.
Disadvantages ;

1) -._Concentmtlon of authority at the top. If the top execu tive |s not eff'caent and
cdpabte, the library will not be successful

2y .Wnth growth of the library, the liblarlan or the director of Ihe Ilbrary beCOITIGb
overloaded with work. -

3y Lack of proper cmnmumcatlon from bottom upwards due to conce ntrauon of
- authority at higher level< .

4)  Line organization is not suitable for big organizations (ie Big librari¢s and,
“information centres, because many jobs create problems as they reqiire
specnallzatlon by the concerned person):
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3.3.2_ ., Line al.l'd_.S'taf:'f Orgamzatmn :

~In line and staff organization, line authority moves down in the same manner as in line
organization. In addition specialists are attached to line managers to adyise them on important/
‘matters. The staff officers don’t have any power of command in the orgariization as they are
employed to provide advice to the line officers. In most organizations, the use of staff can be

traced to the need for help in handling details, gathering data for decisions and offering advice - o

on specific managerial problems, staff investigates and supplies information and
“recommendations to managers who make décisions. Several times specialists are appointed” -
" as line managers, who are likely to contribute much better with their knowledge and competence.

' Advantagés:

1)  Line managers get the benefit of specialized knowledge of staff specialists at -
- warious levels g A L '
2) - Staff specialists rel'i'eve the line managefs from he botheration of concentrating -
on the special functions like account ing, selection, training and public relations
etC. - s - . .’ . .

3)  Staffexecutives help line r.nanageré.in tél{ing better decisions _

“ Q¥ganization with Narrow Spans




* LINE AND STAFF ORGANIZATIONAL STRUCTURE

 DIRECTOR OF LIBRARIES -

DIVISIONAL | LIBRARIANS -
' -SASS'I'S‘TANC_E' I
————— ' S — —— '.-(.I'__"‘"'_‘I r*"——"'——“l

- | PERSONNEL 1— .—l FINANCIALl——- — — -] LEGAL |~ ——i PURCHASE |
| MANAGER: |- | MANAGER| | - | ADVISER |~ |INCHARGEL

|____...,________a__. o T L N S RN EE T

—_—— ]

| DEPT.HEAD ~
INFORMATION
"SERV & DESSI

| pEPT.HEAD |
TECSERV |

EORER N
s QLY
- 333 -Mbdels 6f Organi& Struéfure--

The study of evolutton of orgamzatlonai structure in: mllrtary, church government and. -
- mdustrles from ear]y tunes to the present revea]s four majer ferms ’ '

1) : Bureau_cr_acy.
i) Departmentalization .
- Hiy" - Projectorganization -
iv)  Matrix . .
V) Network Structure ;.

i) 'Bureuu'i;raey: h

: It is the earllest form of orgamsat:onal structure Govemmenta[ lrbrarles mestly fal[ing' h
' under thls category - Lo

Major features of bureaucrattc structure are

1) Conrol and superwsmn through h:erarchy of posntlons vested w1th authc rity _ahd
" responmbtltty _ _ _ . '




2)  Systematic division of work pér compctcnc_v and specia-lization.

3) Fo]]owné of rules and r(,gulatlons to ensure uniformity, coordmatlon of LﬁOI’tS
(,ontlnultv and ‘;tatl(:lt) o

4) Interpersonal rélationships to achieve unbiased execution.

Advantages: Burcaucratic structure encompasses some fundamental features like umtv of
conymand, authorltv - respensibility, limited span of control, ctc.

Disadvaniages: Tin: saucratic structure of orgamsanom often causc delay in the execution of
tasks.. :

ii) Departmentalization:

Rational grouping of activities into dlvmonq groups or departmcnts and scctions. The
diminishes lower down the line.

repartmentaiization by Functions:

Function Depart .cht :
Activity | ' T Techn) rocessing
Lbbationi'l"erritory S al, Regi01lzll, Branch
{Geographical) . : '

' Custpmer!uscr | : Chyldren/blind person: weaker -

sections.special users

Subject \ © Science; Maths, Social Scicnce,
' Arts, Commerce

Material- R o Maps, Reports, Software cte.

Process/equipment ' Bmdmnghotog raphs, Video
. o . cassettes
Language . Frcnch, Hindi, Sanskrit, Tclugu.

Library departmentation is often a combma’uon of two or more features. For e‘iamp]e,_
Reference Department (Function and source type)

mi) Project Organisation

-General complexity of operations, numerous components, agencies with fixed time
schedules of delivery, need a great deal of planing, research. coordination and control.




e _Orgamzatlon

‘Since bureaucratic and depa.rtmentatlon type of orgamzatlona.l struetures cout
up with project management, a different type of orgamzatlonal structure has evol

. ‘cnts across the classical vertical organization by introducing horizontal and diagonal
* . relationships. ‘In this prOJect manager holds sole authonty and respon51b111ty for pl:

eompletmg the ]JI’O]GC‘[
o PrOJect orgamzatlon of an ad ltoe type. is. oecasmna.lly found in llbrarles ‘Once
. of the host institute.

w) Matrix Orgamsatlonal Structure

Orgamzatlon according, to functions i$ common in all enterpnses When ar

ved which

" is dealing with multiple products, organization on the basis of products or projects is a refined

method. Such-a structure when mtegrated w1th the functlonal orgamzatlon resu11

k can be extended to mclude marketmg, geograpluc area, development etc

success.of - .
.'matrlx organization depends on understanding, expectations and roles of various meinber_s of
. matrix systen. It mvolves sharmg of mformation and b:ldmg up ‘of mutual confidence. .

| DIRECTOR IN T R
MANAG \_ "MANAG | 'MANAG

KETING| -

-SUB-ANALY?;  COMPSER. | MAR

PROJ A | N

' MANAG . %

PROJ B

Fig- - : Simple Matrix Orgénizeti_oﬂa,l'Stfucture"

A true matrix organization is not commonly found in Libraries. ~Thé concept is. bemg :
during latc

tried. Leioest'efsh'ire_ Library and Information Services applied matrix organization
1970’s, Now library ‘activities are looked up as industrial/ commercial activities.

v) Netwon'k '-Structure o

Thig has not.- recelved much attentlon in mdustrlal management as thoy were mo’nOl ithic, -
command.

{a column or a plllar of single stone) and strictly adhere to principle of unity of

Large international and multinational organization with a geographle spread of agtivities hike

mrlmes hotel chains, are 1ncorporatmg network structure
Srgmﬁcance They take the shape of eooperatwe framework for sharing

" expertise and function, cost and standardlzmg processes Network organmatlonall
-are of speelal mterest to lerartes :

40:. .

fesources,’

dnot cope e
anning and - |
the project

s eompleted the structure becomes defunct, or merges with funet.lonal orgamzat:lon;d structure

enterprise

mn Matrix
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. .

Nenvork Conﬁguranon Sta.r shape¢ rlng shaped or dlstrlbuted h1erarchlcal or bus - |

type. Conﬁguratlon greatly lnﬂuences mformatlon flow, pattern of communication, decision

making; etc. For plamnng and managlng orgamsatlonal network a network 1nodel may be
used. : : -

l"

Operatlons research techmques snnulatlon teehmques (makmg worktng of repllcas or -
recreation of a situation machines ), analytlcal solutions, graph. theory and queulng theory are
used for identification of solutlons ln a network envrronment

In librar3 and information centres network problems relate to a selection of a,
configuration. To use the models one has to isolate and define all the elements of a system and
have avenues to data and relate the costs ; requlrements and ehannels (Taylor 1972).

3.3.4 Funetlonal System

Being the simplest type of organizational 'structure' it is very much in vogue in several

organisations. In this all similar actwmes are grouped under an executive who reports to the_ o
" chief enecutrve

The functional system in a 'm_arketing set up: can be "shown‘as' follows:”

Marketing Man

l.
-Advertising
' &_ Sales Promo.

Distribution _ Manager |

. | | -' _:. o @ . .I o _.Manager.
* Advantages: o Voo T

It pro'motes .occnpational specialization

" | Research Manager |

2) It facilitates intra—depafﬁhental eo-ordination o

- 3) - It.economizes opetation and creates posmbrhty for adoptlon of a loglcal and "
© " comprehensible structure :
4 It ptomotes_ excellence in performance in specialized areas'

Deme:r_its: .

-} - KEmay fead to excessive centralization =
2) - Decision making process is likely to be delayed -
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3.3.5 Croup Dynamics

Group dynamics can be defined as the social process by which people interact face to
face in small groups. It is concerned with the dynamic interaction of individuals in a face to
face relationship. Group dynamics focuses on team work wherein the small member groups
are constantly in touch with each other and effectively contribute their ideas to accomplish a
task, :

The group creates its own leaders who can effectively coordinate the group cfforis
towards the achievement of their objectives. It changes the formal role of particibants. Group
-serves the purpose not only for themselves but for the organization as well; they provide
norms of behaviour and teach new employees how to behave and work. Cooperdtion of more
than one person is required to achieve its ends and groups facilitate this co-operation. Groups
also provide an identity for the person at work -place to achieve a feeling of belongingness
from which he can derive esteem, recognition and status. :

i) Causes for Formation of Informal Groups:

The important factors for formation of informal-groups in an organization are

is most essential for all humans. A formal organizatiQn isYationally created for technological

(1) Desire to socialize with others: The need for social :iationshi ps with other human beings
U

purposes, informal organization arises from mapg.s q or social relationship.'
(2) Common interest: The employees have t ront similar work problems as they are’
working on similar jobs. Another implic s physical location of workers: Frequent face to
face meetings and being in close proximity influence to form informal groups. '

(3) Sense of belongingness: One sense that he is part of an organization not only by
tdentification but sharing e ces to colleagues is the most meaningful and potent sources
of job satisfaction. Employe ore identified in smaller groups and enjoy higher morale.

{4) Monotonous Job. Introduction of specialization in modern enterprises has created the
conditions under which workers have to become memibers of informal groups. Greater degree
of specialization routinise the working and there is greater degree of monotony. The workers’
experience fatigue as they are unable to relaté their jobs with final output. For the sake of job
satisfaction they resort to informal interactions as an outlet.. )

{5) Resistance to change: Most dyramic organizations havea téndgnc'y to introduce changes
in methods and routines at a faster rate than the individuals can adjust to them. The speed at

which these changes are introduced can be. matcrially altered by a determined work group.

i) Utilization of Group Dynami-.. in Planned Change:

The ever changing interaction and adjustment in mutual perceptions and relationship -
among the members of groups are known as group dynamics. If group dynamics is realized
and mobilized property for introductic- of change, results are likely to be favour{able.

Kurt Lewin developed certain techniques during the course of his work in group
dynatuics. According to him, any situation in which a change is to be attempted is a quasi-
state equilibrium of driving forces and restrai'ni_ng forces. All these forces reside inthe group.

42 o ‘




Lewin who propounded the theory emphasizes that it is usually easier to change individuals
formed into a group than to-change any one of them separately. As tong as group standards are
unchanged, the individual will resist changes mare strongly. [f the group standard itself is
' changed,_the resistance which is due to the relation between individual ard group standard is

eliminated. ' G o ' '

3.3.6 - Behavioural Approach _

Behavioural Scientists are concerned with systematic analysis of human behaviour.
They are concerned with all relevant aspects of humans. The basic assumption of this approach
is that there is order in the universe and this order is discovered through analysis. Behavioral
scientists attemnpt to formulate generalizations based on this order from which predictions can
be made. - : o - J -

 The important characteristics of this approach are;_ _

1)~ ‘The data must be collected, aha[yzed and subjected fo public testing by qualified
individuals ' L :

2) Fiﬁdings must be presented so that distribution between cause and effect is isolated.

3) “Facts must be systematically related to one anot With in a systematic frame

work _
4)  Finding must always be open to _ﬁ,‘rther_ation and question.
The Behavioural Sciences have provided t rs with'a more systematic understanding -

¥ . ) " . M
of one of the most critical factors in the pr.
enabled organization to formulate progr

css 4 management - the human element. It has
Jnore efficiently train workers and managers.

- According to human relatio ective, people try 10 satisfy their needs in the order -

of ptiority. The more our needs for p al well being and security are satisfied, the nore we
feel the need to actualize our potential. The classical approach tends to recognize only the
‘needs of lower priority- financial incentives, appeals to physical and on occasions security
needs, The need for self actualization is however frustrated by standards, uniformity,
specialization and over definition. The behaviourists have stressed the need for showing greater
‘congern for people who are being organized. S i 3

. This appraach is an attitude rather than a set of principles of organization. It sounds a
warning that human beings are not machines and so demand a different treatment. In the light
of this one can emphasise that needs and values of people must be taken into consideration and

_integrated with the needs and values prescribed by the objectives of arganization.

3.4 SYSTEMS APPROACH

group of things that operate at a level of complexity f:gher thar the highest leve!l thai we
think and understand . It includes boti formal and.  Informal strucinres, ¥hen we think
of libraries and their services the orgauizational chart generally display only one aspect:

A system can be considered to be a collection of people, objects, and activities . pad
¥
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~-the formal reportmg and responslbrllty structure The mformal structure - represents the .
“centres of power and influence, otten based on people or groups w1th some sort of common
' interest. The changes will effect both formal and informal, the managers have to consider the

changes that will affect the system together and strategy must be planned accordmgly

Evans defined system as a set of interacting vanables but each system 1sa part ofa

' larger system. The variables i in this context include procedures, equipment, organisation and

people. Chapman defined it as an. asscmblage of ‘objects united by same form of regular
interaction or intérdependence. It implies dynamic process consisting of interrelated functions
that tend to become lncreasmgly comiplex as the volume of requrrements ‘placed on a system
groups: The basic concept is interrelationship of parts on subsystems. The starting point is a -

set of objectlves and the focus 18 O work de51gn and itis dlstlnct from the des1g11 of components o

* of subsystems.

The system. components are users activities, events and objects which together form'

that system. The system boundary can be defined by drawing the distinction between control
“and the mﬂuence For an information service for example, the user may be scen as outside

‘the boundary- becaunse the availability of the sefvice should affect the work methods of the
-user. The sphere of influencé and ldentlﬁcatron of system boundary should a1d the manager _

in preparlng an organizatlon for change

. 3_4.1_ Sy'stem_s'Enwronment o | 0

The systems environment defincs- thcal relationships,

-Closed Systems: Do not have in outputs, th.ey have- no environment. Often this

term is used for systemis wl_rict@r;rc weakly with the envrronment For exarnple Jails,

which do net get influenced wi tivities of outside world.
Opén Systems: Th ®rs that _are not C_l_ose_c_l; they have an input, processing, output
and interact with the environtifent. They. are dependént on the environment and sensitive to the

" changes within it. For example, libraries. Chariges in the outside env1ronment such ‘as
mformat:ion technologv 1nﬂuences on the workmg of the llbrarles

. 3.4.2 System Attrlbutes '

Accuracy, t1mel1ness approprrateness cornpletencss and c[arlt} form the essentral

: \attnbutes in a system envrronment

System Refaﬁons: are- of different types ' _

_Symbrotrc Where two systems operate as one, 1f one stops ﬁunctlonmg the other cannot. . :
- work : R -

S‘yne}*gr’strc working together of systems. produce a better output. It means that the .
whole is greater than the sum c. its parts. If scparate departments within an orgamsatlon
: _cooperate and interact, they becorne more productwe than if each had acted in 1solat10n

Redundanr “there is a duphcatlon between the sub- -systems. lf one sub- system ceased to '_ -
'ex1st the whole system could contmue without 1t : '
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4 3 System Objectlves

A]l the systems should be des1gned with well doﬂnod ob]cctwcs however some systems
~ have less defined objectives and no.easy measure of performance can be cxplained; forexample
systems: as economic systems and.business organizations have Jess olearly defined objectlvos'
than a system designed. The des1gned systems are built to meet the objectnes speolﬁed (
: dcﬁned) in advance. : - - :

The generfll objectives of man made system is mainly to achieve the objectwes for
which the systu"n is oreated Determination of system objectives is an lmportaot component of
analys1s .

- ‘There are four tprS of system objectlves whlch can be used to oatogorlze the systems
into four types :
n "}etermmed or Mechamstlc Systems These systems always respond in the same way,
_ produces the same results from any given input. machines are determmed systems. For
example, Computer responds predictably. :

2)  Probabilistic Systems: Probabilistic system is onc where the output any given run,

only specify the range of outputs that are probable. For example, a probabilistic system

is a library and its stock. Itis not possnblo @iot the number of items on loan at
subsequent pomt of time. S '

3)  Adoptive or Self- Controlled System one which chang,es and controls itself.
* Here the output from the control is fed back into the system and influences later
outputs. They have an intemal?d%ack where measurements of output are used to

. mﬂucnce subsequent mp ' o o : '

4y Competitive or @ ally Controlled Systems: Much of the busmcss world is
. comprised of compet Q ystems. These systems are controlled by external factors. i in
the systems environment. Such factors cause' the system to change. For example
Production System. : :

3.4.4 system Models

Svstem models help us understand how a svsltem is struotured and organised. There are
two system models. They are 1) Slmple Svstem Model, and i1} Complex System Model

i) Slmple System Model: The followmg ﬁgure dep1cts the sunple svstcm model

Productlon system . Product : Sales _

Modlfy the P1 oduct

Flgure 2: Slmple Systems Model
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This represents a model, which shows main flow of work and information about
work around the organization. This view regards the organizafion. as being open systenm: the
orgamzatlon ts linked to its environment by the passage of inputs, outputs and control science.
The open system is linked to the environment and is stimulated to respond to changes in
such a way that the system tends to survive. The open system must establish a means of
monitoring the environment and asscssmg the needs. In relation to librarics and infogmation
services, the community study and user study represent a great deal in achicving this. |it also
illustrates the important feature of feedback of both effectiveness and efficiency. Now it has
been realized by the managers that a regular review ofiefficiency and effectiveness is necessary
part of the manager 8 job . :

The type of feedback attained by the simple systems model is “negative feedback™,
whlch leads to stability in a system becausc tln, system becomes self controlling.

-
EFFECTIVENESS

FEED BACK

—{ INPUTS ~ ORGANIZATIONS |——— OUT PUTS
CONTROL - o - .

- | EFFICIENCY

:: FEED BACK
Fig -3: Simple Model for Libraries -
ii} Complex Systems Model
To define the environmen ystem more closely and to COllSldLr what conc‘tlfutes'

the organization can be done throug complex systems model,

The model displays three environmental levels:

1) Internal Environment: Which is contained by the system boundary, constltutes all
of those elements that are within' official jurisdiction of the organization. The internal envi-
ronment is composed of subsystems, which operate with in the organization and which
mteract with each other. The change in one part of the system ‘may affect the working of
another.

2) Sub-Systems: '1'“1 h m‘*sx stem In the internal env ;10:1.1’£,11L has to be considerad ne a

- svatem which rev el

Lk wE

Hke . viewmg an OTEARIEATICH

—l

nphasizes 4 naed for

GiTTies thf‘ grouns of surphiers, customers. and the

the by 1he work of the organization.




General enviromment

Regulatory
Agencies

Et’fecti\.fcness

feedback

Operating environment Goals

Pavent
organizalion

—> Inprany ——9.

Oulpuls————)\.

Effeleney
teedback

Local &
Commnnunity

\;\.--

Complex éystenis model
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4) General Environment: It constitutes the social, economic and technological clt)ntext
within which the organization operates. The general cnv1r011mcnt 15 capable of exertmg a

strong influence through the operating system. o ‘

. Sub-Systems for Libraries

R .

( ACQUISITIONS | ( DATAMANAGEMENT) |
( READERSERVICE_S]; o (= CIRCULATION ]‘,

—(REFERENCE]——~—-—-——— - |

Figure-4: Sub-Systems for Libraries

The strategic management requires information about the operating and the general
environments, whereas -administration 1s principally concerndwith the internal environment.
The complex systems model represents only one aspect of e s¥stems view of organization,
that is, it is mainly concerned with the formal tas@nt iew of the organization what

the organization does, or thinks to do. ‘

It 1s necessary to take into consideration els showing other aspects which are
useful for the organization; like system del'§howing the various groups and individuals
“who have some interest or cmmnitmqu-tds organization. The systems approach helps’

to reveal the linkages to its envirogagent Md other subsystems.
35 ORGANIZATIONAL%

HARTS |

An organizational structure is a set of formal, planned relationship between gljpuping
simitar functions and between the physical factors and human beings required for the
performance of these functions.

3.5.1 Definition - ]

Kooniz and O'Donnell hold the view that * every organization can be a:l:vlarted| for a
chart is nothing more than an indication of how dcpartments are tied together along with their
principal lines of authority.

George Terry defines an organizational chart as “a diagrammatical form which’ shows
important aspects of an organization, including supervision and relative authority of each
employee who is in charge of each respective function”, '

Organizational charts indicate the functions and their relationship, clear lincs of m‘!lthority
and responsibility, visual summary of decision making centres, channels of communication
and span of control and supervision. It is a uscful management tool. ‘
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3.5.2 Types of Organisationél Charts

There are three different ways in which the orgatiizationa,l chafts can be drawn: ¥

1) Vertical (from Top to Bottom): In this thc major Functlons are shown at the top w1th -
subordmate functions in successive lower positions. It is a chart wherein scalar levels are ¥
horizontally and functions running vertically. The position of the supreme authont} i
top and the lowcst authority at the bottom.

2) Horizontal (From left to right): In this chart, the highest positions are put at thc left

-and those with diminishing authority move towards the right. It represents scalar levels in a

vertical position and functions herizontally: The position of supreme authority is at the left of
the chart and the least authority is at the right of the chart. '

3) Circular; The centre of the circle represents the position of supreme authority and
the functions radiate in all directions from the centre. The higher the positions of autharity,
nearet they are to the centre, and the lesser the position of authonty the more distant they are
from the centre.

Another classification of organization charts is Master charts and Supplementary charts.
Master charis display the structure of an entire organization and indicate the overall relations

of its major components, Supplemeniary charts, on the oth®\pand are concerned with. the
entire organization but with a particular department or depagtmcits. '

Advantages: o | O
1) - Itactsasan 'impoﬂé,!)t manageme: S
2)  Overlapping and dupiicatianork is avoided

""“ 3) _. Points out to the iné@.cies_ and déﬁc_iencies '

4) It acts as a guide and training ground
Limitations:
1) A chart does not reveal the full picture' of organizations

2) K can not point out the fimitation of exact authorlty at any position in the
organization

3y Inthe absence of a dynamic management the chart gives rigidity to the organization
4) A chart does not rcpresent the informai_ relationships in the organization

An organizational chart is a visual aid and a supplement io the verbal dasm iption of the
structural frame work. 1t outlines the over all structure of the crganization and distribution of
functions. 1t levels its individual position, lines of anthority and accountability. It is desirable
to prepare a master organizational chart showing the. primary functional details, supplement-

_ing the same with separate auxiliary charts for cach department. :
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_ 3‘.5.3' Construction of an Organisa_ti'nnal Chart

After studying about the organisation charts, their advantages and disadvantages, now

we are in a position to develop an organisational chart. We may proceed by steps in their
- logical sequence. ' ' : '

1)  List out the organisational goals and objectives in measura ble and verifiable terms

2)  Identify the chief executive and set the above goals and objectives down as his task

3) Break down the over all goals in sub-goals (tasks). The sub-goals should lead to the
main goal. S : :

4y  List out and appraise the team (staff) available and assign them to appropriate functions

-~ and levels corresponding to the sub-goals. '

5) - Work out the /ine of command, Unity of command and flow of work should be set to the -
direction of the goal. ' '

6) - Assign accountability to the tasks and delegate authority.

7 - Clarify the commiunication lines, up and down and lateral W from each functional pomt.

8)  Review the structure to ensure functioning of tem.

9y  Ensure fecdback and correction as well a;'%mdim ion and monitoring in the structure

10) Makesure there is no ambiguity or ion ¥Everybody in the system should understand

- his own rights and duties. . -

3.6 LET USSUM UP Q}

Let us recapitulate what has been covered in this unit.

* ' There are different meanings to the “term ‘organisation’. In terms of management,
organisation brings together basic resources and pecple ip an orderly manner to contribute
towards a common goal. ' -

* Organisational structure is one that shows the authority and rcsp_dnsibility relationships
between various functions in the organisation by showing who reports to whom.

* There are three basic types of organisational structures. They are line organisatioh, fine
and staff organisation and functional organisation. '

There are five major forms in the evolution of organisational-stru'cture, They are

. burcaucracy, decentralisation, project organisation, :natrix and network structure. The

first four models are also applicable to librasies in a limited context, while the network
structure may be most suitable to LICs. '
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* ° Anorganisational chart is a graphical representation of the form which the }:ﬁrganisational
structure takes to reveal the principal lines of authority. -
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' 3 8 ASSIGNMENT

1) Exalmnc the orgamsatronal structun, of your off'rcerf depart ment or a llbrarv and prepare '
. an nrganlsatronal chart : : : .

- 2) :-' Examme the orgamsatron structure of d]f‘ferent kmds of lrbrarres in your locallty and
o 'prepare orgamsatronal charts: : : o

3 .Lrst out vanous tasks performed b\ each lcvel n thc organ rsatlon

3.9 MODEE FXAMINATION QUESTIONS

R ESSAY QUESTIONS -
o | 1) ‘Organisation provrdes a stracture and upholds the management functions”. Disdus:s'r
2y Draw a simple organisation chart and brlcﬂy dcscnbe each step | |
' 3) Indi.cate thc steps’inyolved_rn cons_tructmg_an organi satronal _ch_art.". _
I SHORT NOTES B S N
a) Urwmks ten pr1nc1p]es of organrsatloo'
b). _Organlsatron theory. . L _. _
: c.) Matr.ix urganisatioiral stru,,?, B
Cd) Lirfre and staff &‘gﬁ%:.i i _.
0 '._:Network.stru@"_i_ -
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| _' 4.0 AIMS AND OBJECTIVES

. _ The aim of thls unit ist6 mtroduce you to the conr;ept and l.he theorles of icadership.
It also briefly explains various management sty les and decision makuig process.




After studying this unit, you should be able to

* define the term leadership :
 list out and discuss about various theories of 1cadorsh1p
~» desctibe various styles of leadership _ '
* discuss about the concept of management by objectives

. explam the process of decision making.

4.1 INTROD‘UC TION

Loadershrp is one of the important managerial fanctions m an orgamsatron It is closely -
related to motivating, directing and communicating functions. The decision-making process
is often affoctod by the leadership.. Hence the managerial quality depends on the loadors_lnp

Leadership has dlffersnt meanmgs to various authors Leadorshlp is defined as
.ijuence, the art of process of influencing people so that they will strive willingly and
cnthusiastically toward the achievement of group goals. To lead is to guide, conduct, direct,
~and precedc. Leadcrshlp act as to help a group attain objectwcs through the. maxrmum
apphcatron of its capabilities. :

AND STYLES

_42_ "LEADERSHIP - DEFINITI@%ITIES, FUNCTIONS

In thls section you are belng%ucod\' to various aspects of leadership such as
deﬁmtlon of leadcrshrp, qualiti nctidns and styles. ' '

" 4.2.1 Definitions

' The dictionary meanmg of the term ‘lead’ means to gurde conduct direct and precede.
The persons who could do these fanctions is a leader. Leadership is often said as a psychological
process: of providing gurdance for the followers

Ralph Stogdill defines icadership as “the process (act) of mﬂuencmg the task related

" activities of an organised group members”

Weihrich and Koontz defined leadership as influence, that is the art or proccss of
influencing peoplo so that they will strive wrllmgly and onthusrastrcally toward the achlevoment
* of group goals.

According to Fred Fiedler, lcadershrp 1sa prooess of mﬂuenomg others for tho purposo
of performmg a shared task”. ' : o

Tannonbaum Weschler and Massarik in their book entitled, Leadership, deﬁned

leadership as “interpersonal influence, exercised in a situation and directed through the. -
communication process tox\ard the attainment of a specific goal or gjoals
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in addition to influencing and dirccting others, Evans also states that the group
volumtarily accepts this influence and dircction for a number of reasons.

From the ‘above definitions we maiy lnﬁ,r that the basic characteristics of lCchbl'bhlp
are: '

i} A leader 1s onc who through some method or means 12 able to influénee the
behaviour of others; and

11} The influence is directed towards the achicvement of some task or goal.

The above inferences lead us to think and study ividuals
are better able them others to successfully influence the behavionr of others. '

42,2 Quali.ties of Leadership ' - _ \

. " . . . - - - . - .. - . .
Leadershup involves varous dimensions and aititudes. It reguires vision, courage.
understanding, determination. decisiveness, sense of timing, capacity to act, ability o inspire
¢tc. Bestdes these qualities, leader 1s judged by his capacityqo tackie the situations of crisis.

houl ¢ identity, open mindedncss,
oning and problem-solving abilities.
sc of obligation, clarity of n[aind and

A leader is an effective human being. He

independence. responsibility, communicating ability
He shonld have concern for others, maturity, courag®ee
expression, infegrity, etc.

© A leader 1s one who has some rs and the leader has the art to influence their
behaviour. He encourages them inspires them to act as a team and give their best to-
achieve the desired result. Leade o Instill the values. :

The art of leadership seems to be a compound of at least four major ingredients.

1) The ability to use power effectively and in a responsible  manner. (power)

2) he ability to comprehend that human beings have differing motwatm& forces
at different situations. (undcrsl:andmgj the people) = S

3}  The ability to mspire (Inspiring followers), and

b a

4) . Theabilitytoactna manner that will develop a climate conducive to re ponding
-to and arousing motivations (style and cfimate). j

Weihrich and Koontz have stated five ingredients of leadership. They are- a) power,
b) fundamental understanding of people, ¢} ability to mspire followers to apply their ful
capabilities to a project, and d) the climate development. These roles are played by leader to
have more productivity.




4.2.3 ‘Managers as Leaders

As you have already seen in the begining of this course, that the management is the
process of gétting things done through the efforts of other people. Manager is a formal position

“in an organisation. On the other hand a leader may not have a formal title or authorlt\a and he

dupends on his personal qualitics to influence others. |

The manager should have all the characteristics and qualities of a leader to influence

the people working with him to achicve the desired results. Managers inspire their subordinates -
by their leadership qualities. Besides the influencing qualities, the managers have powers with

their formal positions in the organisation. There are five types of leadership power identified

as coercive power, reward power, lcgitimate pchr,"_expcrt power and charismatic power.

Hitt ef al distinguishes a leader from a manager as managers do thmgs right, while
leaders do the right things” '

. 4.2.4 Functions of Leadership

The main function of Jcadership is to ‘induce” or ‘persuadg’ all subordinates or followers
to contribute to organiscd goals in accordance with their maxg apacity. In other words, it
ed with the needs of their
subprdinates. Inspiration is an inner quality and a ra ity of a leader with charismatic
guality. The functions of leadership and the manager c arc relative and similar, as the
manager is supposed to lead the anployees and %fully achieve the goals. '

. There 16 common- activities and@'vns identifted and expected from a Leader- -
Manager. ' - - ’ '

Y Arbitrating and mediativ

is ‘inspiring’ and ‘motivating . As motivators, Managers are c

- A leader resolves a disagreement by arbitration and
mediation. '

2y Suggesting: Th(, suggesting ability of . tho leader allows the subordmau,s a sense
of participation mn tasks. -

3} Supplying objectives: The objectives supplied by the leader help members to
work together.

4y  Catalyzing: The ieader acts as a catalyst to initiatc or accelerate the work,

5)  Providing Security: Leader provides personal security 1o his Tt ¢ a m

members at the movement of .adversaries to maiitamn an optimistic/ pos;tm,
attitude. '

-.0). 'Representrng A leader represents the orgamsanon for which ll s working and
speaks for it with the outsiders.
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7y Inspiring and Zeaf' building: A leader inspires his team mem bers to contnbute
more towards achicving the goals of the organisation.

8)  Praising: A leader praises his subqrdinates for their good work. ‘
9 Goal Sefting: A 'leadei‘_ contributes towards establishing objcéﬁves and goals.
10), Execun'ng: A leader ts responsible for executing the plans.

"11)  Expertise: A leader is an expert and he provides necessary guidance to his
subordinates. '

12) ' Bearin g Group Re sponsrbn'uy A leader bears the responmbﬁ ity for decds of his
subordinates. -

13)  Purveying Rewards and Punishments: A leader approvcs or administers the
rewards and punishment to his subordinates.

14y  Exemplifying: A leader is 2 model for others to follow him.

15) [Iather Figure: A leadcr serves to fulfill an emotional role for the group members
as an elder. '

16)  Scape goat: A leader is a ready target %aggr_essions of his group members.

In addition to the above, the other fuggtionsNea leader are to creatc a good and .
congenial atmosphere 1o enable to have smo W,

The leader with his attitude an aviour motivates the staff. The Ieader wiil be
symbol of the group and acts a sp kesp§fson of the group. Th_c leader 1s alsc an example
setter, sharcs the skills and know. d holds the responsibility. They need to|instill values
concerned to qﬁa]ity, honesty, ctc. ' - "

Stoner and Freeman suggested two major functions of leaders: (a) task related or
problem solving, and (b) group maintcnance or social functions such as mediating in case of _
disputes and ensuring that individuals fesi values by the group.

Both roles have to be performed by the leader. Leaders also inspire their followers .
and.create major impact on the library as organisation. Such leaders are known as charismatic
or transformation leader. Leadership is challengmg and they need to change th Ar style to fit-

_into changmg situations.

Weinrich and Kcontz have stated the ingredients of leadership as follows:

 (a)  The ability to use power effectively and in a responsible manner

{b)  The ability +~ .omprehend that human beings have different motivating forces
' at different times and in different situations,

e tc) The ability to inspire, and |

(d)  The ability to act in a manner that will develop a climate conducive to responding
to evolving motivations.
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Librarian or other professionals at managerial level must develop the leadership
qualities and lcad all the staff to achieve the objectives successfully.

4.2.5 Leadership Styfes

Leaders have been observed applying three basic styles - autocratic, democratic and
free-rein. The Autocratic leader was defined as one who commands and expecis compliance,
" who is dogmatic and positive and who leads by the ability to with hold or give rewards and

punishment. ' '

The Democratic leader or Participative leader consults with subordinates on proposed
actions and decisions and encourages participation from them. This type of leader was seen as
ranging from the person who does not take action with out sub-ordinates concurrence to the
one who makes decisions but consults subordinates before doing so.

The third type of leader, namely Free-rein leader or Laissez-faire, uses his or her
power very little, if at all, giving subordinates a high degree of independence or free hand i
their operations. Such leader depends highly on subordinates to set their own goals and means
of achieving them and they see their role as onc of aiding the operations of followers by
furnishing them information and acting primarily as contact with the groups extcmal'i
environment, ' ' '

AUTOCRATIC
% LEADER

N/

Fallower bl ower ) Follower

DEMOCRATIC
OR
PARTICIPATIVE

LEADER

Folldwer: | g———Ts Follower | e&——D" Follower

} ErEE-REIN
18" LEADER A

-/ . ~
- y 7 — N
A N
e I N \/
Follower Follower | . - Follower

Fig.1 THE FLOW OF iNFLl_IENCE‘ WITH THREE LEADERSHIP STYLES.
Source : Koontz and (' Dennel. Essentials of Manasgement.
411 ed. New vork - MeGraw-Hill 1988, 140
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Stoner and Freeman have categorised \leadcrs_hip styles as follows: a) Task oriented -

“style, and b) Employee-oriented style. The managers in the first category closely supervise
employees to be sure that the task is performed Saﬁsfactorily, Getting the job 15 wore important
than the emplovees® growth and personal satisfaction. The managers of the second category
inotivate subordinatcs rather than control. They seek friendly, trusting and respectful relationship
with employees. The manager leads his subordinates, mﬂuenced by his backgroumd knowledge
values, cultural background and expericnce.

143 COMPONENTS OF LEADERSHIP

There ‘are several concepts and approaches concerned to leadership. Some of them -
are stated bneﬂy for your beneﬁt ' ' '

4.3.1 -T'rait App'roach to Leadership
Trait means distinct quali.ty or feature. Earlier attempts were made to 1dent1fy the

traits that a leader possesses. The “Greatman” theory states that leaders are bortt and not madc
and researchers made an attempt to 1dentify the physical, mental and personality traits.

. Ralph Stogdill found that various researc@e identified sp'eeiﬁc traits related to -
-~ leadership ability. They are - o '

a} ~ Five phyéieal traits (such as Q, appearance, height);
b)  Four intelligence and ab aits '

c) Sixtcen personaly its (such as adaptability, aggressivengss, enthusiasm, -
and self-confiden ' . . ' .

- d) Six task n haracteristics (such as achievement, drive, persistence and
initiative) - '
¢) - Nine social eharactenstlcs {such as eoopera‘tlveness inter personal skills and

admanistrative ablh ty):

Recently, some management stuclies have identificd the key traits of leadership. They
are - drive (including achievement, motivation, energy, ambition, initiative and tenacity);
honesty; integrity; self confidence {including emotional stability); cognitive ability and

- understanding the activities. - '

This approach has been not very fruitful as every leader do not have all| the traits. But
~ this approach may give some idea and these traits are associated with the patterns of behaviour.

4.3.2 Use of Authority _.

Leadership styles have been classified on the basts of useof authority. They are -
autocratic, democratic, and free-rein. '




a) Autocratic leadership: Leader commands and expects complience in positive
and dogmatic manner. ' : '

b) Democratic leadership: This is also known as Participative leadership. The:
feader consults with subordinates on proposed actions and dccisions and
encourages participation from them. '

c) Free-rein leadership: The leader uses very little power. High dégrec of
independence is given in their operations. They depend largely on subordinates.

The styles are shown comparatively in the following chart:

Authoritarian -+ Democratic Laissez-faire.

' Alldctermination Al policics a _ Co:npiete freedom for
of policy by the matter of group ‘ group or individual
leader - . “discussion - decisions '

2) Techniquesand - Activities arrived & Materials supplied

‘activities dicta- - at during group 07 the leaders, who
ted by leader discussions. Altg- 'oul_d.p'rovide infor- -
rnatives sugg @ maiion if asked.
by the leader

3) Leader dictated Mgmbers Yere free Complete non-parti--
individual job - qth whom-  cipation of leader
task and work ever Yhey choose. '
companion of eacl%ivision of task -

Jindividual left upto the':group
-4) Leader was . leader wa objective  Infrequent comments
"personal in praise in praise and criti- on member activi-
and criticism of cism and tended to ties. No attempt to
' group work. Tended  be a member of regulate the group.
' to remain aloof: ‘group. '

Source: Misshauk, Michael J. Managemeni: Theory and Practice. p.186‘

4.3.7 Management Grid

The Management Grid Theory is one of the most popular among the leadership theories.

Robert Blake and Jane Mouton developed this theory in 1978. it measures manager’s relative

_concerni for people and tasks. Management Grid is a two-dimensional matrix. The two

61



dimensions on the 9x9 grid are labelled as “concern for people’ and “‘concern for production’.
According to this theory improvised performance is possible only when orientation jis found
towards both people and for tasks. Using the grid Blake and Mouton described five basic

leadership styles. The numbers that preface eacl: of the five styles of management | cscnbe
where the style would fit on the grid. For cxample

I

5.0 - The(9.9) leader is concerned about the task #méghe people. This position indicates the
maximum concern for both output and people. He @ a “Team Management Leader’. .

i

The (9,1) leader is concerned about the task or production. He is concerned with his

responsibility to see that the work 18 t,omp]eted He ts called a “Task- Management
Leader’, ' :

The (1,9) leadership style indicates the high concern for people and low corlcern for
production. The leader’s major responsibility is to establish harmonious relationship -

among
subordinates. He is called *Country Club Manager’

The (I, I) leader is concerned with neither production nor people. He is ¢
‘Improverish Management Leader’.

alled as

The (5.5) leadership style reflecis am iddle-g'round position. He attempts-to balance and
-~ strike'a compromise between high production and enfgloyee satisfaction. '

g9 |- Countfy club ~ Team
i Management ~ Management

sk a9 Q, 09

7 | . < b

Dampended Pendulum
~ (Middie-of-the-road)

FOR PEOPLE.
&
i

z
2! (5.5)
)
31
U - . .
2 Impoverished " : - Task Management
Managemet (9.1)

|k (.0

i I L L | ; b b L

O 1 23 4 5 5 7 8 .9

CONCERN FOR PRODUCTION |
Figure-2: Management Grid




Blake and Mouton used this metl"lodfanalyqls to identify the specific leadership style. Once *he
style of a part:cuhr leader is understood by the individual managers, it is possible for them to
" attempt to change or modlfy their style in future situations.

434 Likerts Four Systems of Management-

Rensis Likert and his associates at Mlc]10a|1 have supplied the pdtterns and styles of
leaders ad managers for thrée decades.

In the course of these researches Likert has developed certaiﬁ 1deas and approaches
important to understanding leadership behavior. Since it appeals to human motivations. Likert
views are considered to be as the most effective way to lead a group. (All members of the
group, including the manager or leader;adopt a supportive attitude in which they share in one
another’s comnon needs, values, aspirations, goals, and expécta’tions).l‘

Likert has pointed four Systems of Manageément

Systet | System 2 Syslem 3 . System 4

Exploitive-authoritative Buenevelent-authoritative Consultgtive Participative

!, Managers are highly Managers have These managers

niial but not
1 conlidence and - confidence and

autocratic. patronising confidence have complete

in subordinates

11 suh-ordinates, trust in subordinates.
2., Little trust in Trost subordinategy L Make use ol idens and : Make constructive
subordinates. e apinions of subordinaies. . use of subordinates idea

and opinions.

3. Motivate people through  Maoti ewurds, Use rewards for motivation We reward for

fear & punishment, some [edl punishment. “with occasssional punishment  motivation with
) and some participation. ogcassional
punishment and

suine participation.

"

4. Oeccassional rewards, Rewards are common. Rewards arc given . Economic rewards
T : are given on the basis
of participation and

involvement.
5. Engage downward Penmit some wpward Engage in conunenication Engage in commu-
communication . communication & opinions . flow both down and up. ‘nication {low both

 down and up.

0. Limit decision making  Solicit some ideas and -~ Make broad policy and general Enconrage decision
"o the top. - opinions from subordi- : decisions al the top, allowing  making thronghant
' nates but with close’ specific decisions o be made  the orgallisalidn and
pelicy control. Allow at lower levels. - - operate amonyg themsclves
some delcpation of . and with their
decision making. . ) subordinalcs as a group.

_ Likert saw System 4 management as most participative Ofd” dncl referred to it as "participative
. group” _




[n general Likert found that those managers who applied the system 4 apprLach to
their operations had great success as Leaders. More over he noted that dcpart'm’e!wa and
companics inanaged by system 4 were most effective in seiting goals and. achievingy trem
‘and were generally more productive. The success is mainly based on the degree of participation
and the extent to involvement from the subordinates.

4.4 MANAGEMENT BY OBJECTIVE (MBO)

Objectives for organisation and individuals are set and effort is made by both m: nagers
and subordinates to reach the goals by using management skills. The management of"
organisation is'set to successfully achieve the stated set of objectives. Therefore, this concept
is known as Management by Objectives (MBO). _ ' '

Peter Drucker had first professed this concept in his book entitled, The 'Prai{ic'e of
Management (1954). The objectives for organisation are set periodically (or annually) and the
individual performance goals are sct for einployees. The individual goals are set based.on the
organisational objectivcs. The management and the individuals make an effort to.a{:hiive the
employees’ goals by which the organisational goals are automatically achieved, Thes goals
or objectives are communicated to all the lcvels of personn®to enabie them to know and
achieve them successfully. '

The specific MBO applications reveal th r advantages such as impgroved

communication, increase in mutual understandi I]

plans, improvement in attitudes regarding eva
abiljties and increase in innovation and ¢ iy,

of mutual problems, better coordina tion of

10n process, better use of all managerial
P e

BO is a powerful management too! thlch

can be applied'to all basic functions of m? agcment like planning, organising, directin
controiling, '

,-and

4.4.1 Definitions ' _ _ | ' ‘

Weihrich and Koontz defined MBO as a comprehensive managerial system that
mtegrates many key managerial activities in a systematic manner that is consciously directed
toward the effective and efficient achievement of organisational and individual objectiTes.

According to George Odiorne, “the superior and the subordinate managers of an
Organisation Jointly define its common goais and define cach individuals major ardas of
responsibility in terms of the results expected of him and use these measures as guidec;Ls for
operating the unit and assessing the contribution of each of its mem bers”.. MBOQO is not a mere

set of rules, a series of procedures or even a set of methods of managing.

Stonerand Freeman explain that MBO refers to a formal or moderately formal, set of
procedures that begins with goal setting and continues through performance review. Man‘tgers_
“and their subordinates act together to set common goals. Each person’s major areas of _
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responsibility are clearly defined in terms of measurable expected results or objectives used

by subordmdtes in planning their work, and by both subordinates and supenors tor mon ltorlng
progress.

L

These definitions clearly indicate that the common goals and individual goals are

Jointly set by supervisors/managers and subordinates. With these goals, the responsibility of

everyone is indicated and management makes everyone to achieve the defined goals.

4.4.2 Steps in Applying MBO

1)

2

The characteristics steps involved in applying MBO are as follows :

Long-range Planning: Ob_]eCtI\fCS are set for managerial positions. Importance is given
10 objective setting in MBO because, a bread frame work of Library’s Objectives for
the next few years, gives a sense of Corporate purpose which minimises the narrow self

interests of each section. It provides a criteion for judging the worthwhileness of short
~term actions and ensures coordination betwecn the shorl lerm actions and long term

goals. : .

features.

a) Joint objective setting: I involves all tevels -crinrs and sub-ordinates.

b) Linking up objectives: MBO takes into ac he fact that the work of'every section
is likely to be connected with that of
one section may necessarily need t

Objective setting in MBO is chatacterised by two imy

r sctions. The objectives of high priority of

ration of another. By taking into account
ns MBO ensures enormous progress towards

the Hnks that exist among diffegent secthns MI
the goals, . .
, _ _ ,

Key Resulr Anclysis

The policies, means of control. and su mestlons for improvement. are also taken note of
in key result analysts. MBO stresses a great deal of quantl’rmalmns

[, :
3} Management gmde

In this step. the outcome of the steps mentioned above are documented and recorded
under the following headings:

a} Overall objectives

b)  Ohbjectives of sections

¢} poiicies related to tasks

d}- kevtasks

e) Levelof performance

N Control data

8} Suggestions for imbm_vcmcnt.




4

5

6

7)

8

9

4.4.3 Benefits of MBO

" In this step manpower training pr

refresher courses, organisc@by other institutions.

Organization Structure

" in this step-organiiation Structure takes the form of a chart showing primarily the

allocation of man-power against the duties and responsibilities pertainingi to their tasks.
An organisational structure that gives maximum freedom and flexibility In operation is
developed. .

Management Information System (MIS) !

MIS is a communication system for providing information to aid the head of Library
and section heads to help decision making. An éffective comm unication system is to be
established,

Performance Review : ‘

This step involves reporting the progress to the managers. During this appraisal or review
of progress, alteration or updation of objectives is possible,

New job improvement plan

As a resiilt of petformance review, a job improvement plan may originate. A fresh plan
is drawn up for the next period. The new job gnprovement plan makes a measurable -
contribution to the section plan and library splatowards better pér
formance.

Training Program O

ramimes are developed for the employees and may

be provided with opportt o par ticipate in programme such as short term courses.

Review of Performan

The processes of review and control by the section heads and Librarian continues.-
. Periodicaily the Library committee reviews the performance of the libraiy and assesses”
f necessary. |

the progress towards achievement of objectives and resets the targets i

Thus, the requirements of an cffective MBO applications may be listed as follows:

1) involvement of top level management

2) Participation of subordinates : _ ‘
3) _ f)elegati011 of Authority

1t is not a philosophy of management but also-a system which aims at identifying objectives of
individuals with the objectives of the organization. When applied systematically it leads to-
following advantages: '
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product of such process is decision.

' It usually takes a small fraction of i

1) Improvement in management or resultmo n eﬁ'ment and effect've services -
2) Imp1 oved communications .,.
3 Encouragement of the staff to committ to their goals _

" 4} Development of effective controls through effective planning,

Every library.as an organisation strives to achieve the objectives. The objectives are

end-points, The activities are pianned to enable to achieve the objectives. At the end of a

specificd per tod, there is a need to examine and evaluate whether the objectives have been

achieved or not.

The top management or hi‘s:h'lcvel management sets the goals of organisation. MBO
proposes to set and clarify the specific roles of the managers and the employees, who are
responsible in achicving the goals. It also sets the objectives to subordinates. These goals can
be set to all the employees. They can be qualitative and quantltatwe

As there is involvement of people at all [e\relq in beltmg the goals, there is every
possibility of achieving the goals and contributes totter management. The employees committ
themselves to their goals and develop effective cons ol. Therefore, MBO had gamec[ popularity
This concept suppaorts the effectwe rnanagem ent.

4.5 DECISION MAKING PROCESS , B

Decision making is the selection of a ggurse O action from among alternatives to
achieve a specific objective or to solve a specifigfollem. It is a process and the outcome or

* According to Peter'Droeke%'ision-ma'king is only one of the tasks of an executive.
e. But to make decisions is the specific executive
task™. ' '

_ Prof. Herbert Simon emphasised its importance as “a posi or position canuot be'said
to be managerial unless and until the right of decision making is attached to it”. Managers are _
paid for the decisions they make the quality ofdems:ons made, det terinine h:s effectiveness as
a manager. :

Dec:s:on makmg is the core of planning. Accordingly, decision- makmg is essentially
artificial process that involve the selection of a particular course of action, from among the
alter natlves available, to achieve a pre-determined objective. '

The admlmstration ot modertt orgamzatlons and emerprlses has become an enormously
complex exercise. There has been an increasing tendency to turn fo quantitative tecnmques
and models as a potential means of solvm;:, many of the proE‘nems

Managers sometimes see decision making as their central Jjob because they must
constantly choose what is to be done who is to do it, wht :n where ard occasionally how it will
be done




" Decision making is however, only .one step his p]annmg -and it ig also a part of
ever,une s daily living. . : oo

.

4 5 1 Ratlonal Declsmn Making -

The core plannmg is really dems:on makmg Decnsmn makmg must be rauonal But

what is a rational decision ? Rational decision is attempting to reach some goal that; aniot be
- attained without action. The managers should have aclear understanding of alternati (
by whlch a goal can be reached- under existing mrcumstanccs and llmltatlons '

The decisions taken clo not guarantee always that they are rlght decisigns. At ihe same

time the rational, intelligent and systematic approach are more likely to be'high quality sotutions/

' decisions and getting the most satlsfactory or best solution. Stoner and Freemall had suggested
four major stages for a ratlona] model of dec1smn makmg They are : ' '

i ) Inve.st'igare the ;situarion In this’ state the prc')blem 'has to be anounce'd and defined. After
defining the problem, the objectives for decision makmg has be spelt out, Diagnosis of the
© coutse has to be'made.’

-2 Deve!op alternatives: The aiternatwes whleh are IJkely to solve the probllems have to be
“identified. The managers with thelr experience, know!edge and- exposure can also look for
creative atternatlves :

one: Every alternative solutlon' needs to be
e each one, whether it is feasible and does it
#fnative effect on the organisation. Select the

3) Evaluate t}:e alternatives and select thedes
" examined and evaluated: It is necessary to &
 give satisfactory sojution. How does,gach a

best'possible and feasible atternative.

&) Implement and moniter_rhe
the implementation of thyj
_ mentation. The implem

: Once the altérnative is selected, there is a need to plan
itive. The plans wilt'help in proper and successful imple-

also needs to be momtored for p:‘.nned :mplementatlon_ and
Successful results/outcome? : ' '
- : L | .
= 2 =S ! '
azg i%E‘ - Z,-\_—\y
o =<0 : -
27| | 553 |3usBe| [Lz =
. e = o = = o o I L
BEE ;zg%-%é NezE | 2 [ — .
) |BEEEE| 282 | |82 | [T ——
4 °2| [Txs SZ= Z -
' : a .
: I gz a wgE |8cx &
GE“} -[.E{Q ‘EZOZ B .
. B @ Sey | |¥ERS HEZEE
[ ﬂ-mg el O =92E S ;& D
- 558 | | 258 | |E2Z8|||EESE3
) QT IRl O L= L
| J gl Z 0 W
, g~ Lot 285G
v’ @ wzE5 e
' (I - 28°°
v : =)
; vl
v
FEED BACK

Flgure 3 Sequénce of Steps in Dec1snon Makmg




To develop the alternatives is very important and the staff may be associated in'
developing such alternatives. Even the ‘principle of limiting factor’ may be useful. This principle
is -'to identify and overcome the factors that are blocking in achieving the goals, the best.
alternative course of action can be selected. Evaluation aﬁ_d selection of alternatives will contrib-
ute in achievement of goals. The quantitative and qualitative factors {both) have to be taken
into consideration. Quantitative includes measurement in numerical terms and qualitative
includes the labour relations, rise of technological change ete. Even the concept of ‘marginal

. analysis™ also can be applied. It is comparing the additional revenues arising from additional
costs. :

- For selecting alternative the approa(,heq used are - a) expenence b) expenmcntatlon
and c¢) research and andlyqls

‘Experimentation

H\)

Reliance on S How se ' S Choice

the past rom amhg _ _ made
. . d tives? .

pJ

Research
“and
analysis

Iigure-4: Bases for Selecting from among
Alternative Courses of Action

4.5.2 Problem Analysis

The need for decision making is to solve the prob]ems i herefore, to mike the decisions,
help in identification of alternatives and selectlon of right alternatives, The following pomts
help to analyse the problems.




_ ‘Standard performance has to be compared with that of real performance. There is a
need to know whether there is any deviation and if present, the deviation point needs to be
located. The manager has to look for the reasons or causes of the problem 'md also to examine
who get effected duc to this deviation. o _ '

i

The relevant causes that took place due to the causes of the problems need to be
analysed. As all the data and information is available due to all these steps, the necgssary
corrections could be made or necessary and appropriate decisions may be made.

4.5.3 Preblem Solving

Problem solving depends upon making right decisions. Right decisions or successful
decision making is not an easy job. That is the reason the managers are considered successful
only when they are successtul as decision makers. The success of decision making depends
upoh

a) Information available: The relevant, factual, complete and uptodate information is essential.
- The source of information is also important.

b) Environmeni: The environment or under which conditions the decisions are taken, is very
wnportant. Here environment includes pressure, emotion, timé eople ete. If there is pressure
or lack of time the decisions are likely to be poor and get on pmb[em sofving.

c) Planning: Proper planning is required to make th@ssful decisions toenzi_ble to solve
1

the problem. Other people who are associated with « may be involved in plannir|1g and.
decision making, : :

"~ Problem. Solv‘img versus Decision Ma

It is a fact thal decision 1 is done to solve the problem. Bul 1s decision making

and, problem sclving the same cqlly.an important aspect that has to be taken into
consideration; ' ' :

George Huber had differentiated between problem solving and decision making. In

this process as well as to assist and clarify the differentiation the following work flow chart is
being drawin with five stages:

Problem ﬁnding {or) Identifying, Generating | ‘
determining the defining and -alternative - '
existing problem ' diagnosing solutions . ‘
e B ) | (3) |
Inip!emcnting Evaluation and
the chosen choosing of J ‘
 solution alternative '

- (5 | sotution ‘

7 e




Huber had identified the threc following types of actions from the above work flow
chart: '

(a) Dec ision making: This induces the steps hom 2104 In th}s type only demstons are made
but the implementation is not considered as one of the jobs of m anagers. Therefore, the result .
or outcome is not known 1o decision maker.

(b) Problem solving: This involves the steps 2 to 5, which includes not onty identification of
problem but also to correct the problem by implementating the course of action.

(¢) Choice making: This include only step 4. The background work is done*by some one and
the decision maker takes the decision on the basis of the information made available.

The manager’s role c‘hould not he en’hel LIIDILt maker or decision maker but it should
be probiem solver.

4.4.4 Types of Decisions

The decisions are categorised into different types on the basis of its coverage, |mp¢u,t
and :ntumtv They are '

a) Basic: This type of decision is a vHtque de
it

-which will have a long term effect and
which may need laree inv estment.Any sl

¥

in these decisions would seriously elfect

the working of the organisation. i o Seidde i of catalagzuing code or lewlmdllon scheme or
location of a [tbrary, '

b) Strategic: These decisions will ha%g im pact on basic objectives and policies. These decisions
~ find out the best method @ and means in the changing situation. It may include the
decisions that are associated \pmduc,m ity reor Lamsaimn [na library sitwation. to attract
MOIe USErs. the activities like oral rev 1eW pr ogrammes may be organised.

¢) Routine. T hesu decisions are repetitive and needs little thought. These decisions. neLd less
" thought and are based on plocedmes and policies ofthc libr ary. Eg. Issue of books. renewal of
books, issue of a journal. '

d) Programmed: These decisions aré made on the basis of either written or unwritten policies,
procedures ot rules. The decisions are already indicated and made at the organisation level,
less freedom is given to the manager. The manager need not think for a long and are
uncomplicated. These arc also based on standard procedures. Lg, Fixing the salary 10 a new
employee, giviug annuai increment to the staft.

il

€) Nom-prograinmed. These decisions are to be taken to solve the unexpected and non-routing
problems. These problems may need special treatment and the manager has to analyse, usc his

knowledge and experience in decision making. Judgement. creativity and rules shall also help ° -

decision maker.




f) Admfm\rrarm* d'er.mmn The deusmns cancerned with stl ucmlmu the purso:.nel
performance. workﬂow etc come under this category.

ORGANIZATIONAL - - NATUREOF ' . ~ NATURE OF
- LEVELS . PROBLEMS W DECISION MAKING
Lo <¢==- Highest level % : Now ‘
& . . o Unstructared . programmed
o : decisions -
Lol N .
| 2 E :
: a7 .
& : . .
& A «<— Lowest ' .
© ' level Siructured Programmed

. decisions
Fig'.5 NATURE OF PROBLEMS AND DECISION MAKING IN THE ORGANIZATION

The decision taken may p
categorised as follows

jde Viwied results. The results or outcome m'aL b
). Certainity: The managers have accurate mformatlon about the outcome of various
alternatives under consideration.
i) Risk: The managers are aware of the possibility of a particular decision, which leads
to a desired outcome.
i

due to tack of information and the plevamng 1 conditions under which the decisions are
taken. '

4.6 LET US SUM UP

Unceﬂa:mty The outcome of the decisions are nncertam and. Ilttle known This is

'4} T

In 1lus unit, meaning and deF|1|t|0n of Ieadershlp had been dtscussed The qual;
IHCHO 15 of a leader had been stated. The leader

ities

& *_|“‘ "r;ir-lH--:q are & ‘wbe'ﬂ
o successilitiy achieve ihe objectives

e

SR




Few concepts related to the teadership had atso becn discussed. The traittheory -
discusses the certain traits required fora leader. Few researchers have identified the traits of a
leader, but no leader bas all thesc traits. Therefore, this theory helps as a guideliue to identify
the leader. S :

On the basis of use of authorlty the leade,rshlp styles have bcen ldentlﬂed mto'
autocratlc democratic alid free-rein. '

Success of any orUdnisation depends upon achieving the objectives. Therefore, the
. ob}ectwca at organisational level and individual level are identified by both managers and -
subordinates. Individuals take le‘-}pOI'ISIblll’ly to achieve their objectwes and in turn they help '
to achieve the organisational 0b|ecrwes This apploach to management is baqed on objectives
and therefore. it 1s known as MBO. : : . '

Decision making is a regular and routine. zu.twlty The decisions are taken at various
fevels. These decisions are ditferent tvpes The decision making is also discussed in detail.
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5, 1 INTRODUCTION

~a-vis Systems Analysis and Design will be evident to you.

i dnscussed in the other blocksfun:ts

© years away. But} it is also concernegagith
current situation towards a future goal. _

_ .goals

- point to a desired poirit. In other words as Koontz et a! ( 1980) put |t

Planmng has assumed con51derable 1mportance in recent tlmes due to Lhanges in the

' library and information environment, In the earlier units of this blogk, _we_h_ ve discussed

some of the

conceptsftheones and functlons of management which W|ll prowde you l?ackground to.

‘understand the concept of plannmg

' As all other managerial functi_ons', such_as, organising, stafﬁng,dlrectmg, coordi-

nating, budgeting, etc contribute to the advancemen_t of objectives; planning logicatly pre- '
. cedes all of them and hence is discussed in detail in- this. unii. Detaiis lnclude_ need for

planning, definition, types steps and techniques.of planning.. Perhaps ‘the key p"ofsition_'a'nd
importance _of this unit can be better understood and appreciated: ‘When . you ‘study other

- blocks, like Management of Information Systems and:: Finantig]. Resourée and 'Human Re-

source Managemeént and their respectwe units. A srmllanty in the Planning p_;__)_roach__ vis- .
il other'words;, the topic of
“Planning” discussed in this “unit - would facllltate i the understandmg of the concepts

52 PLANNING. D

ther it be tomorrow next month'Or few
e present.since |t mvolves HWOVi_ng"from a

Planning is concerned with the futur

Planning- is cdncer sentlally with. two aspects 1) settmg the r:ght goals; and
i) choosmg the right means for attaining those goals: These! tweaspects dre vital to-the

- process of management. It is-also a vital management function. Further, it helps to organise

the people and resources. In slmple terms - it is an. mstrument used for achle\fl g the deQIred -

It isa task or actmty that is requ1red on - a contlnuous bams for the'm nagement of
all organisations, mc]udmg library and mformatlon systems. [t is an ongoing basic man-

‘agement activity that is shared in varying degrees by all - levels of management. Itis a
: Iocomotlve that drlves atrain oforgamsmg, ]eadmg and controlllng activities (Stoner 1992},

Essentlally, p[anmng is concerned wnth the future It prov1des aclear |dea ofwhat
needs to be organised as well as indicates the sénse of direction. When ofie plans, one
attempts to sketch out the uungs that will, might, or must happen to proceed me a glven .

... Planning is dec1d1ng in advance what ' to do how to do it, when to JIO it, and who

istodoit. Planning may also be said to bridge the gap from whe € 'we are to

- where we warit to go. lt.contributes to the ac_compllshment of things.




_ Although the exaet.future can: seldom be predlcted and factors beyond control
‘may interfere with the best-laid plans unless there is: plannlng, evénts are left to

- chance, planning-is-anintellectually. demanding: process; it requires the conscious-
" determination of courses of action: and the: basmg ofdecrslons on purpose knowledge N

. ‘and consrdered estimates”.

Taylor and Sparkes deﬁned planmng as an analytlcal process 1nvolvmg f'our steps.a)
Assessment of future, (b} Determination of desired objectives in the context of future, (¢) -

Development of alternative courses.of action. to achieve such objectives, and (d) Selection of

a course/courses of action from among these objectives. These steps contribute in taking the

‘organisation’ to desired state ina given period of time by sefting-iton a predetermined course

- of action. This process is relevant-even to LICs: It-isnecessary, to, remember that planning is.

not only the most basic fUI’lCthﬂ but it is also a delicate, complicated, time-consuming
rocess. It needs foresight, knowledge in relevant. ﬁelds!subj ects and exposure to environment
and teehnology :

Many hbrary professronals expenence a certam resent ment at"the 1ntrus1on of

.plannmg on their traditional and more intuitive..style . of- rnanagement To-those, it may be
said that “unless librarians are active and knowledgeable partners.in the planning process,

- they will cease-to be architects of their.own profession” (Penna, 1970). On the other hand,

- some ofthe experiénced among - the professionals-say that planning approach is only a way
of writing - down.intentions which enforces clarifica;tio of the mind and quantifying inten-
" tions and makes one face reality better. The right to the quest:on why we need -

.- plannmg in Lle‘?’ is.to- 1mprove the. ser\noes ' users. ‘

Another feature that needs to be§%n ed is that plannmg is an on- gomg prooess
c

~ which.is cyclic in nature. To. keep the in ns-in:line:'with changes in.environment, one
" must con-stantly review the pre actlons and relate them to the objectives, policies
and programmes, if necessary mo@!ﬁ accordingly. This constant recycling of iritentions,

- _results and :new; tntenttons led®.the ‘planning cycle: (W1Ison 19?8) and the dlfferent
.@’ 1put and plannmg actwtty

:. -cycles vary: in the levels of

Planmng also has been descrlbed as r1sk takmg lt is rachcal in the most basrc '

_sense of the term : going back to the root of the matter. The plannmg group beglns by

w2

defining the role of the library in its community and the. library s’ goals, objectives, and ~ - -

" strategies are rooted .in this -decision... The planning process itself is inevitably. political,

: 1nvolv1ng as it does the werghmg of the needs of varlous interest groups * (Palmour et al,

1980)

" But, for plannmg to be successful the clnnate within the. llbrary or system must be

hospitable both from the staff and clientele. Therefore, it is essential in planning that library .
and information science professmnals look forward to the future needs of their clientele in

the conteéxt of changing environment in 1nf0rmatlon storage and retrteval It may be useful
" to look into the advantages of plannlng :

5. 2 2 Advantages of Planmng
The advantages of plannmg are obwous It.can be observed here that w1thout
~ planning most libraries w1ll remain. poorly orgamsed and ill- equrpped to meet their objec-

. twes of service tO LSErs.
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£ompetitives|

" T

¥ Scannin the internal and e'xternal env:ronmen_t :
2 )

* Developmg sl;raateglc plans .toxensure that the. desngn of the: Q[gamsatmn smts toits-.
enwronment :

process that (.om.entrates resources in areas that anticipate the futur Bryson def‘nes
“Strategic Planning as a disciplined effort to produce fundamental decisions and actions that

it:dees it=: It is said that the
plements those actions

iz
shape, and, guide,what an organisation.is; what it-does;"and - why:
strategic thinker contemplates -the future, and determines..and;

that will bring the greatest return from avallable resources. Kellet has identified six features-
' that distmgmsh strategic. pldnumg fr@n)zsy,stcms analysns mcremeptalism,;management science,

long-range plannmg etc — it is active than passive; it looks outwards rather than inward; itis
focuses, onrdecisions; vatherthan-plans;; goals:. -analyses o forecasts; it is

]

L e, MR 1Ilu&trallqn ofstrateglq plannu;g Process s
below: e , .

I m:rn-um ual

Jdenttfleation of
Buternad Oppetiuniiles
ang Zonsiraini

a

partlclpamr) énd toleta t-,_\__fia,onl;roversy, \and finally, stralebic pianmng cpncentrates on; the 3

Tha ‘“"ﬂa:ﬁ.v 1 P‘T 5g"




Strateglc planmng s conducted at the . hjghe,st Ieveis of management and relates
excluswely to decisions in:those levels: . It: _usually covers a \arge-range period, but. some-
times may cover only" a very short pcnod In terms of evaluatlon results of strateglc.-.
.. planning may become evident.only dﬁ‘:'_'; @ number o_f YEArS i iy e

5,3.2"-"Operatio_llal Plannmg S e

:--Gf)p'er"ational ='p|a‘n n“i’n‘g fal-s'.u*ézillé‘d‘--t’:ict-ical -pl’an"i;ing- and:;_it--.i's-%concérned-wit_h:- -

. * Defining in detail what has to be- done to nnplcmcnt the preferred strateg|65' 3
Hoos iriterms’ ‘of the resources and actwntles irequlred the:-pnontles and target o

"-':'are unplemented

M‘akm_'g =c’-léar'-'t6-"alili"con'C_crncd-wha-t:a'ci;tidh '=i-s-‘réq'l;!l‘_l;'red_:'an'd:'b)'f"-\\’/he'ri:"- o

¢ Y Athierton: views: ‘operational plannmg ds'Cohsisting’ of detalled “uniforiy arid:com-
r-'paratwely complete sets ‘of ‘programme associated with: the ongoing: admmlstratlon of the
information 'service. - It is, ‘actually, the linking: of organl' ational- components - that-is,
_ techniques, materials, procedures, strategic plans, ru es, op]e capital, and facilities to~
. - facilitate thé flow of interrelated everits ina particular futfegjgh. The emphasis at thls Ievel is .
- on people --on gettlng things done through peop 0 therton 197 !) S

At the tactlcalfoperatlonal Ievel kn dge 1s.needed’ about the practical tasks and _
their effectlvencss so as to be able to offer 1Ces.- The. various library" operations and
routme actwmes that fit in this lcvel ayé L

- .1)_ ‘Inthe Select'ion--pr@reo alibrary: -
- foselect the appYopriate documerits

-t determme the trends in document usage T

o AR _"ln the acquzsttlon procedure of a Ilbrary

- to determme acqmsmon of books
- to calculate the acqu15|t|on rates

3) Inthe c'irculat'ion:activit_y of a library

- to determine. the -_loan-poli'cy_ o _
- =+ to decide the rules for inter-library borrowing L

4) ln'tiie storage and inainten_ance func‘iiOn-of e libra’ry '-

to declde the proccdure for shc[f readmg _ _
- - todetermine the- weeding procedure: - . .
~ to study library docuiment losses . - -
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~Inthe inforlnation tra_n,sfer_and dissemination function - -

- to determme user needs : oo
~ - for marketing and advertising library semces
. .= toassess the performance of services - - -

6) Inthe personncl.maﬁageme'nt area of a library e e
-t plan staffi ng
- tomotivate personnel - : -
- to prowde training and in deve!opment of personnel
'?_) +In the ﬁnaq'cial management of LI_Cs _
~ forfesource allocation . /. ..
In other words,_'t_acticalf’dper_atioﬁai-_planﬁihg-.is_'_d_on_é iJ'rinQ o -

mpally from a functional point of view, wherms strategic plannmg is done from a corpo- '
. rate'point of view (Louis & Scetharama} ' -

5.4 PI-IASES/-STEPS IN -PLA—NNING,__‘] N

steps are repeated in subsequent steps also.  Whil ops may appear to be rigidly ordered
with no flexibility whatsoever, it may be pointed hat the suggested sequence is_not-
mandatory. Butall the steps are essential th e sequence may be changed to meet with
specific constraints, possibilities and rglre ents of the specific library or informatior

Planning, as mentioned earher isa contmuoi’rMith a number of steps. These

centre concerned. The steps can be di nrelation to two phasés — Pre- planning Phase
-and Planning Phase Proper. - N : -
1) Pre-planning Phas@
.- -+ Pre- plannmg lntormatlon collectlon

* -Assessing library needs and environment in ‘wich the LIC is workmg
- Evaluating current llbrary semces and resources :

| 2y Plannmg Phase Proper

- Determmmg the role of the LIC
- . Setting goals, objgctives and priorities
- . Developing and evaluating strategles
- ““lmplementing stihitegies :
e Momtonqg andtgvaluatmg prog_ress
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B ;5 4 1 Pn-e-Plannmg Phase -

: (a) Inststuuonal Characterwncs.. |

ﬁC-‘-S.!J"IFiFJl IFH

P .

1‘

BT

|

i HA ;I KN i

""_' Potentlalcllentele
* Tota information flow _ by e
* CurrentLrbran)J Reséurces’fand Seﬁvmés"(if ﬁp‘ph(iah']é:bm: _

- (]) Study ofpotentla] C]lentele T % 2 i‘- IBRIG eIty f iq! TR “f“ \ g T

One of the most unportant aspects ina feasflliiihty‘ ) étudy i 1D!study the mfoi‘mat_ioh '
needs of potentlal users of the LIC This would involve collectlon of mformatio_n' on the .

institutions’ projects and’ iprogratmessas wellias: individisal sers’s <iinterests jand - needs.

~and the mformat:on services to be demgned to meet with user s needs mdmdu-ally and
o . k“ ‘E;Jl("' .f,r__.l__ b il I TS o h

colieetwely

i

1ol

. ;“e;\{.e_v(‘i?and-qf the orgarllsatlon as a whole co_uld beg y qﬁlrlhg baekground """""""""""""""
“about fi organgsatlonfmlssmnfpmJect This yen 'nvpl_ve i‘ nding

“such as memg
_pohcy state .
K T

' ) :Whe're' do _they.'no'w get the informeiinn 2. e

" Such mfonnatlon may have to be gathered through mter-wews questigndaires,
etc. . '

L

- Sucha study would facilitate decision-making in relation to the type of collection to be built -

Yo ioer ainy

i A s,
A _-.'-iif;g"if.:fiq I?_':_:F:};i .

twnty of the. :




i
&

Through what channe_ls amf media do they now get‘ the: information ?

Information on. the c‘hannc_l_s and medla ,may, haw;E to_be 5atlwred through

! Yo AT
observation of information Tlow. patterns study of orgamsattonal charts, .

mtgrv 1_:t;_,\\§|_\pg_qud qugst_qonnalre suirvey of the potenna;l users.

l;[”

6) s themformatlon available adequate tlmely,
reasonable cgst 7

Tl

S i ¥
AR e B st

: _,(Such mtormat:on has fo bq pbtalned by Survey, 1 through mterwgws and
questlonnalres _ ' :

i e o aind v duithe e snotesiong o shisia

Is there among tfle users an interest m or awareness ofthe value ofmformatlon
1f0r ation centre ? - ;:-,, SRR cloannd)

T ;_i TR F'r i

Can, the existlng information centre be'modlf' ¢c for. a -better.information
S en’v:cc‘; ora few 1C needed ? N

SRR

8 ETIgE

AGT PTETD

is, coursg iis thf; starti ng{ppi\nt 9

'l L
1R ERDTIEW L i 'Iu ERrAH e 2ot AMETH

p[.emm ng the., %3,451{&”‘;

i
alsb akzanih eweueds voiv

(b) User Gf_-oups:

Crongiant el i Tisyeedlnicn ol IR ECHIET SR
The next step would be to ldennfy more specmca potent[al user groups. This

may be done. Oi]}}.h(;,baSJngf; ;gﬁqgv;;:%gmq gaionr @ {i—t,k‘ag;;(.”_fﬁé?‘:%‘iﬂné?ﬁl?!]al and func-

tional charts, etc. The type of quéstions to whichi a will have to be found include:

hrin oftieesios grabamn 101 dasis s vah 6 i ol

glislinve ool SI8imixo9gA -
- Lan the user group be !dentlﬁe

SRSt Misiblehamageneous group?

silt it LJ.,H,J&%‘N "?,-?!}Hf"’h‘r rouPRs E'eﬁlof.f.f’“h?h? ipformationservinesl o

- How diverse is t rmation réquirement of group with respcct to

professional objectiVes, functions, wor h‘p t!tur1;,§“eggucg§g{9 glg,tgl;auuqi”
ete?- o -

RSt

Aoint ol juods Iw’ AOHBRREG -::Tiu b ot gmh silogTo 5 REHES T nen’

at.are e user-re ated constra{;nts on tle service T
RS \rlt Bodlam o ;Eflix ] CAPOSd BOTIGVIS AT o1 SO ]

H) haey fu[f{r if} sil g n} ebo;lhrrx ot Yo tsrovoe motesadl | noitsmrobnd vinesssn ol [e shiv
m vu' wil User Interey
il S ICh HHerests: Lo oelqinios srom 6 sy

R I R G an ar ?7 to 5'.[3'5”*!‘”

iy 7Uf o1 R Op th\!—*L’ixﬁ T mimu a

i 2L L E HEAER

Mor(_ specific |m‘orn;|)z§tr5?n; aboHt users cquld coy T i 18“;9‘!”1‘0 832

Subjects and aqspcmt\ad lmteirest &£; specific §th| ¢ or (,l,«!’lgcl subjectS' au-

AT eiiti
thors—individual or corporate whose works are of interest; series in which the

ol Tsron: ISR interested: periodicals ‘!?Es%“f“’!?% in whigh, atste.bs speeificatly noti-

ﬂed ianguage constraints. roinitesi o o St

Educaﬂo’“’n.fﬁi }I 1‘5‘1&‘“(1 RP?’»";’%‘,rﬁ?*’?%ﬂ%’%a H2u ihmum‘ o m;u:d' -

- Foreign iannuaﬂe compeience
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R Professnonal bOdlBS m Wthl‘l the user lS amember Lo ‘

- _Techmcal perlodlcals whlch user” ‘s recelvmg throuéh somety
- membersh:p,subscnptron etc ' .

- ' Types of repo'rtsfint_e'mal and extcrnalire'ce'i_ve'd by the user
=" "“Types of reports which user'is fiot receiving but would like to recdive

. - Outside organisations with which user has academic or professional contacts'

- Channels of commun_icaticn betweer 'u's'e'r émd ather .g":c'm]as ifl the prganisation

B "‘"Kmds of mformatton materlals preferred by user penodlcals reportsﬁrade lit-
© - erature, newspapers etc. v '

- Types of lnfon'natton notlcesfserwces preferred by user: Current a\l/areness ser-
 vice, abstracts dlgests data, - ' : :

BRI lsthe us_er-an_ ‘_"information-'gatekeeper" t 'i_nstitlttion?_ I

e s 't‘he"usér--as*sop_iméd with any “ifforNation'gatekeeper” in the institution 2 -

- "Approxlmate time avaﬂabl
technical |nformat10n :

In addition- to th_e above 3 & more informiation” could _Bé'!"' é‘se'er‘tai?'ed from the

Some methods of collectmg mforn‘tatlon about the orgamsatlon and abbut the mfor—
© mation reqmrement of the potential users’ are mentioned bélow, N6 smgle met] od may pro-
~ vide all the necessary information ; therefore, several of the methods may have t¢ be used and'

. thefi ndlngs synthe51zed $0 as to get a more complete picture. S6me of these methods dre . .

-

- USCI‘S

._ [ d) Methods of Survey and Smdy

Study of the drgallls'atlohal ‘charts of the 'i'|1'5tiflitid.f‘" . SR ‘ S

- Study of the fu,'hctieﬁs)‘activi’ties cl{a'fts" 6f the’ 'fri's'ti':tﬁtib;j':' noon ‘
- ."Study of the annual reports plans and programmes and other mternal decu- )

- ments of the mstltutlcms : ‘

- -Survey of potential users using apprdpriate"_i:iué'stimi’n'air'e e ‘

<. Interviewing users, " thiat is:

- Interviewing potential user directly . .t o ‘ o




e ..__Interwewmg of s superwsors of user (e g persons hi gher m the hrerarchy, teach-_ :
,ers guldes etc)

- Intervrewmg subordmates of user (e g persons controlled taught gmded etc] '
- Interviewing persons of coo_rdmsts_ .st_fa_t_usfw"sagus*s oruser.
- S-tudy of -papers; books,etc 'publishe'd. by;users o

_ Such studles have to be done. perlodloally to update the. lnformatlon about- user: -
interests, mstltutional programmes, etc. There: should be a built-in-mechanism in the - infor-.

mation system for this purpose. In the context of user studies,. Saracewc and Wood (1981)” :
have suggested that a plan should consist of at least these steps: '

N Surveylng the pre\nous stud1es and hterature in general and learnlng about all
© aspects of user studies ' : '

.. i) ._Determmmg the objectwes of the study
'iii_) Determlnlng the varlables to’ be studled and model to be fol:loyved L
iv) Selectmg the sampie of the populat.be studred

v) Determmmg the: method for 0 lectiof*of data of observati'ons_ .'

vi) Determining the metho analysis of data or'observations_

i) Deterrnlning the S O '_resentation and utilisation of results, including dis- _
sem l_natlon T T L .

. At thlsjuncture it is pertment to lnentron that whlle user studies facilitate a good

Innderstandmg of “their information needs. which are dynamic. Therefore acontlnuous

'process of updatlng becomes essennai :

11) Study of Total Informatlon I‘low
e .

_ Drffusron ot information transfer |s a process by which an innovation or new idea
spreads among the members of a social s ystem — 1t lsatype ofcommumcatlon process
{t is the spread of a new idea from its source of' lnventlon creation, ‘or generation to its -

" wltimate users or adopters, i.¢. to the destinations or recipients (Saracevic and Wood 1981).-It

constitutes an essential element in a feasibility study for the establishment of an IC as it not

only throws light on the information “transfér processes among the users of information but
also on the 1nformat10n seeklng behawour of persons speorallsmg in the dlSClplllle (s} con-
cerned.. - - : :

L\ study ofthe total mformatlon ﬂow shou]d consrst of: o
i) . ldentification of the points of generatlon and ntlllsatron ot rnformatlon

iy Identlﬁeatlon of the sourceshnformatlon transfer medlafehannels—~ mternal '
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S

. While each of the techmque has:its advantages and Ilmltatlons flow- chartmg seemns
to be tjreferred by i many ‘ay i rt offe i’ ‘basﬁ f"or the _bomparl Soﬁ of the present: ‘aind- pfopese&

um Lri’us—ﬁesponSE‘met]fod lﬁformatlcm flowis stiidied: bu« ’strm‘ﬂiatmg, say,
PR custorﬁertsrft)rder! ami rabz,envmg, the response to the stnmuluse This

(d) ObjeCt-lllfOflﬂdtiOl] method Concentrate on thiei ‘objects: produced oF
trolled—products manufactured,. custometg served. etc— by certam @pemﬁc
items of information. -

| (e)j

Whatever be the method a
occurrence of significant eventg,i

PR

iii) . Current Library Services and Resources _
: ) : C R el e v '-,m%

S

i the resiiits of teffort,,mciudmg thes output
._-Jated vor\ referente quesn@ns;answered i

ADEQUACY,.OF .
PERFORMANCE



C o BEEEAGIBINL Y. 0 o e TAUG DELWERTT ¢TI
S ' : tron pertitle held

L how and wh_\, a servrce or. program works or does not '..ork An - -
example of this measure is staff and user assessm nt. of the
. strengths and weaknesses of the llbrary orlIC. (Suchm n. 1967).

” (Note Lrbrary statistics, Responses o surveys Performance measures: contr;ib_u'te.__to
. the evaluatlon of'current IC. performance) o

/ ) K . . . L

_..542 Plannmg Phase Proper

oo Ind plannmg of LICs one must be careful fiot to. have ambltlous program 1es which )
.‘cannot be completed. : Therefore, it. becomes’ necessary. to make some-decisions reg arding the
“scope of the. plannmg, -which; 1ncludes issues to-be: mcluded Or. excluded from COI'lsId_er_‘dtID_ll
-and-any constraints to the plannlng process. . In other words, the decision. shoulg be takén -

~ regarding the"magnitude of the plannmg effort fea5|ble at the pamcular tlme and t’le' bourid# X
aries ofeffort to- be undertaken B S P TN F UM OIS IR - O

'r" :

Further schedullng of data collectlon effort needs to be done In thlS cogext,' only’

_ that .much data/information as neces-sary. should be collected singe-too.much datd is as bad -
"as too little. . Hence, it would be helpful to keep the followmg questlons in mind when
'dc51gnmg a.ny data collectlon Gmi S e - :

- ': What are. the questlons ‘?

\,

EE Wl]l this. avallable data answer- these qu :

How the rnformatlon is belng use hat wrll be the effect of sueh information .
on the plannmg process‘? ' o o

: -;-Can we co]lect and process and se..t-h.e—data '?

: The plannmg PTOCESS ed in- the succeedmg subsectlons can be su¢ cessfu‘ll_y S
: applled to overall system. plalmlng and: coordmated plannmg in: rndmdual I1brar|es in.the
system S _ SN o L o I

_‘ " r) Determmmg the role of the LICs “

The role of purpose of the Lle should be denved and be i cOnformlt} with-t_he
o needs of the mlss[oarr'pro_|ect ‘The identification of the role wouild be greatly facilitated by the
_ information collected earlier at the.pre-planning stage. For example, based on the study of
~ the potential clientele, the study of total rnformatlon flow, literature survey (checklist - of
information/ documeritary sources), and survey of institutions /gxperts in the field,,| etc., it is
possible to derive the general role-or -purpose of. the IC as well as the specific 0b_|r=cti\r'_es"in
“relation “to the collectionto be deveIOped the ‘information scnflces to be provided, the
manpower required, and the general management of the LICs. In‘other words, the. statement..
Cin re]atlon to the: role should serve-as a broad gurdelme for the development and operatlon of -

e




The role of a LIC can be: “to provide for informaticn needs

* . ofa given group of users ;
in relation 1eir given ems |

* relation to their giv problems ;

: with information from given subjects, or topics |

* contained in given information sources

* evaluated, prepared, and supplied in a way that is appropriate to that given
group of users : and '

*

as accomplished under given economic constraints and other social, cultural,
and political requirements and values, '

For example, the role statement of a Public Library can be expressed as follows:
* To make readily available to the greatest possible number of . residents the
. most wanted library materials of =li the kinds, and to serve as a point of -

access for any needed information. '

_ In formulating  role statement, depending on th@on, some of the folfowing
clements may be considered for inclusioi : .

# Access to services o ?\
* Print and non-print colleg v
* Service groups @ -nt users, special setvices to target groups, the
underserved and un @ S :
if) Goals
In c01i;rast to the role statement which projects the directions in which the 1C will
move, goals represent the ends towards which it is striving offer the planning period, Goals

are not necessarily quantifiable statements. . On the other hand. objectives are specific
targets to be achieved during the planning period, measurable steps leading to the goals.

iii)  Objectives
Objectiveé, on the other hand, are specific-and include :
*  the desired outcome (e.g. to increase the number of persons registered}'

*  the measurement of achievement (e.g: to 50% «{ total population)

% . the time frame {(e.g.: by 1995).
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Where objectives are not quant:f‘able they may be stated if ier ms of taskb to be
-. acuomph hed.

iv) Prioritiés :

" Due to several constraints, no library or 1C can achieve all the goals and objectives
that the planning commitiee has identified. Hence. the next siep would be 1o determine the
importance of the goais/objectives and assign priorities. This assignment of priorities can -
‘be done taking into consideration of several factors such as needs and objectives.

The priorities concerned can be identified as follows:
(a)  Assign each objective as essential, important, or desirable

(b) . Within each coﬁtmgencv rankmg all the objectives in order of 1mportance
' initiaily section or department level and subsequentiy organisation levet.

v} Strategies

Strategies are defined as actions to be taken to achieve the goals and objectives
which are the desired ends. For this purpose, reexamingtion of the operations and services is
undertaken followed by devising new ones. The i it strategies developed are com-
pared for their effectiveness, relative cost, ‘and prior iven different objectives. In other
words, different course of actions for the ach @ -nt of the objectives arc considered and

the best is selected. -
_rogess

" Since planning is @ conthuing process, monitoring and evaluating progress to-

- wards achievement of goal nes a necessary step. Then .there is a need for reviewing -

and updating goals/objectiv iorities and developmg new strategies. These qteps are re-
peated in succe%swe planning cycles.

vi) Monitoring and Evaluatin

5.4.3 _Plalin_ing ?rocess’ |

There are many factors involved in planmn;__, process. The major factors that influence
the planning process are time, collection and analysis of data, levels of plannmg, change,
enwronment ete.

Time: The plans can be categorised into two categories on the basis of time factor,
namely, long-range and short-range terms. : '

Data:  The second factor useful in planning is data. The data needs to be collected
and.analysed to make availabie pertinent information for planning process. The data should
be relevant to-activities, operations; staff and usefs._ : N "

Leve!s of planning:  Managers or supervnsors at all levels, ie., upper mlddle and
_ lower levels need to mvolve in planning, which pr owdes an advantage of getting practlca]_
pint of view.
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- Change:  The pldnnmU should be ﬂe:uble (o meet the changmu needs, Therefole '
the ]OI]EO[‘&H“& plana are “Cﬁcm“\/ rev 1ewed and rewscd dnd per mdlcall)

_ Envirm?menr Environment oF[ ICs is getting chanﬂrcd at & fast rate whethel itis
“internal or external. The plans must be able to adopt the Lh'uwmﬂ environment, such as
political, social, fegal, psychological and physical changes. The change may even be seen in
“the attitudes of users, staff and administration. The factors need to be considered in pl‘mmnlr
plocwq dﬂd necessary techmques need 1o be de\«clopbc! for prlannnu1

Every programme is developed.and executed by using certain techniques. Similarly

certain techniques have been developed “for planning process. Since planning involves esti-

malion aund forecasting of the requirements of the different voits of an 1C or system. tools

like standardisation, work study, time study, system .analysis, etc would be useful in the
planning process. Some ot these wouid be dealt with ia detail in other units.

‘55 MONITORING TECHNIQUES -~

Before starting any project. itis essential 1 devise an adequate plan for scheduling and
monitoring the various activities of the .given vwoject. The minitoriag techiques help in
wdenufying the bottlenecks and ev en discovering aiicenaie work-plan {or the ziCCL)111[JIi$I1|1ie|11. _
of the plOJecl ' TN - '

how atlocated resources are
As us as a guideline, a tool or an aid.

A monitoring techiigue is a time negotiated progcec
cotmnited fo a.chis:v-ing the objectives. The technigy

The best teclmlqncq which are not nid |.-have the provision for adjustments as
‘future evenis become knowr, ' "

There are & numbei ot technigues

ssociated with monitoring and controtling. Some
of them are ' '

Operations Research (OR)

Management in formation Systems (MIS)
Management by Obleuwes (MBO}
Netwark Analysis

Budgeting { as a monitoring: teuhmquu}

3 1 ol

inthis section vou will be studying about the Operations Research (ORYand Nétwork
Analysistechniques. The other techniques. such as MBO (Linir-4), MI5 ‘Unn 8) and Budgetmg
(Unit-10) are dealt in detail in other units of this course.

5.5.1 Operations Research (OR)
Cperations Research came into existence during the *Would war 13, when the British -
and American military management called upon a group of ..wentists with diverse educational

dek”IOlll]db to apply a sctentific appmdLh lo deal with str ategic and tactice! problems of
various military operations. - The objective was to allocate scarce resources in an effective’
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manner to various military opu ations. Thus the concept and name OR was def
research on {military) operations. After the world war the techmiques 01 OR
for non-military operations also. :

Ackoft and Arnoff Charchman defined. "OR is the application of scien
techmquc% and tools to problems involving the operations of a system so as to)
in control of the system mlh optimum 50Iut10n to the problcm '

v

OR is a'scientific apprmuh lo probilem. solving. Its purpose. is to asss
choosing preferred course ofa:,tlon from the av <l}|’1bie alter mtm.s

The main characteristics of OR are as fo!lows":

It provides inter-disciplinary team approach, involving mathematicians. st

economists, e!wlncms systems analysts, computClS scientists. ete..

2 ltpr 1\’1dt‘» a wholisti¢’approach to the system

3 It pro'\-'ides methodological approack (ie.. formulation. testing and refinem
mathematical modcls and _sinmlal‘iun methods in solving the problems

4 Ttuses mathematical technlqucs like Hnear programming, probability theory
and network analysis. :

-5 It adopts objectivc approach in an attempt to%gad the best optimal solutio

courses of action to

available alternative

ro

M under consideration.

- Phases of OR-

The scientidfic methad in OR g

1) Formulat
iy Constri§
iti) Deriving
iv) Testing the model 'md rha, 50 utlon derived fmm il
v} Establishing controls over the solution
vij Putting the solution to work, 1.e.. implementaion

The OR process involving all the above six steps can be shown diagramatida

ived {rom the
ave been used

tific methods.
provide those

it managers in

alisticians,

ent} and uses
queing theory

n rom the

under study

Hy as below:

| Formulation 2 ( Constr Uc,flon of
- of Problem Mdthem’itfcal model
6 "lm'plementation 3 Deriving SOh't_iO" .
and Feedback from the mode!
T W
3 Establishing coritroi Testing the model
o and solution




ORand LICs

The application of Operations Res_ear’ci} came into library and information fiefd during

_ the late 1960s and early 1970s. Later 1.1Cs have been started using OR tl‘ll’(}-Ligh_ mathematical -

_and statistical a'ppf'oachcs in their practical pfoblem solving and decision making process. It
beeome possible for libraries to make more cxploralorv studles using OR tcchnlqucs in the
com pule: isied stlt,mb '

LICs can use OR in various activities:

- Allocation of resources

Policy making (policies relating to acquisition, loan, ILL, weeding, etc);

Planning activities {planning of resources, new services, manpower, etc)

Information services (marketing of information services designing of new services,
ete,) :

- Establishing of databases, subscribing to online services

However, there are certain dilficultics in adopting OR techniques in LICs as it is
i 1 to express many activities in mathematical terms and use quantitative analysis,

5.2 . Network Analysis

The class of OR techniques uqed for p]annln scheduting and controlling large and
complex projects are coften referred to as Network Analysis. Network analysis is considered
as one of the best techniques of monitoring project activigs.

The network planning methods work i in the fo 12 wWay:

§s of small |11dw|dual tasks or chl]\’]l]Eb
is also decided as to which tasks will be
weqiucitially. The analyses help us to start and
schedule. Anectwork diagram is constructed.

First, the project is broken down into §
and then they are arranged in a logical seguence”
performed simultaneousty and which oth
complete the activities as per plan

Secondly, the duration of e¥h ectivity is estimated. A crucial task for the technique
is then find those activities pare critical. Crifical activities are defined as those for which
" the smallest dela\ in starting Q npleting them will delay completion of the whole projett.
The critical activities define a crifical path through the network. Other activities are slack.
They can be delayed to some extent without delaying the whole prOJe(.,t

Third attention is concentr alul on the crltlcal 'u.tmtles A rearrangement of resources
ml&ht speed them up. _
The objectives of network analysis are
1) . Minimization of total project cost
23 Minimization of total project duration
3} Trade-off between time and cost project
.4y Minimization of idle resources '
5) To minimize procuction delays, interruption and conflicts
A wide range of industries and organisations use network techniques. The techniques
are used in project management of construction project, manufacturipg and assembly lines.
RED work, repair and maintenance, etc. For example, in libraries and information centres,

the technique can be used in the construction of library buildings, llbIdl y automation, developing
a new information service, etc.
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There are a number of netvvork techmques wh:eh havc been developed and used i’
" various organlsatlons Some ofthe well knovvn teehmques 1nclude:. . :

-

' 'PERT' L 'Programme Evaluatlon Revlew Teehmque

CPM . " . . Critical Path Method L o
PEP - o Plogramme Evaluatlon Proceduie . B
GERT" . “Graphical Evaluation Review Teehnlque o
-pcs e Project Control §vstem S : _ :
-_In lib1 aries and mformatnon ceitres PERT and CPM alethe most commonly used netvv01 ko
teelmlques 4 ; : - :

' Gantt Chart

. Prior to the development of PERT;’CPM 1he most populatlon teehmque for pro]eet_.
scheduling was the Bar or Gantt Chart,-developed by Henry L. “Gantt. The technique is
developed for use in shorHezm job. planmngc It is effective in produet:on operatlons where

the time 1o pen‘orm var lous aetlvlties has been well estab[lshed

The Gantt. chait shows a graph:e rep:esentatlon of work. ona t|me sea]o Alonﬂ the

~horizontal axis, it shows time, work schedule, and work completed Along the vertlcal axis it

. -shows the: mf‘vlduals and maclhines assmned tothose sehedules Thetime schedule i is subdlvided

into appropr late units, ofhou:s days, or-per haps even weeks heavy- horizontal Ime i isdrawn
‘in each row showing the amourit of time each person or'mgghifle should need fora. particular "

n next to the heavy Ime toshow what
ally mdleate's the current date. For
catal88ue. in a library. Suppose we use three =
carda dl"ld the part:cufar job (110. 140y was - .

-schelduled to be completed on a particyimdatedday (Saturday. 16th). However, on that dare,
as mdleated by t!}e arrow, the job vv eomplete and was in- fact tw_o_days behind the

task.” As the actual vvork proceeds, a Ils_hter line is
“is being accomplished. A vertical mdlkel {(arrow
- example, we want to prepare computer prmt
" terminals for entry and two prmters for printif

4

@,

.‘;chedule B _- o \ o R
Mon | Tues | Wed . ~ Thur Fri e Sat. | Sun.. |

e WS sy | s | WS 1SS | gs s
Teﬁﬁin&_l 4 | [ : : _. _ -

.Terminal # 2 [

: '[‘_enh_inei # .3'_

Printirig # |

- | Printing #2

Filing

Inspection

© Fig-2: ‘Gantt Chart




Gantt Charts are very helpful where there'is little or no relarionship between successive
activites or where the time to complete a task have been established. Unforn'uiately such ideat
conditions do not aiways exist. - [ts inability to-show the interrelationships.and interdependence

- among the many dctivities is ils main drawback to study the progress of the project. ‘Although.
it is possible to t'edfa\:\? the chart to show the interrelaii'on_sh_ips, but the confusion arises as the -
size of the project increases. To overcome such limitations PERT/CPM were proposed in the
late {950s. -

- PERT/CPM

PERT was developed by a l'eSe'arch-_team working on Polaris Missile Programme of
the US Navy. The objective of the team was to efficiently plan and produce the missile
system. Since 1959, this technique has been used-in almost all types of large scale industries..

CPM was developed joiittly by E.I. Dupont Company and Remington Rand Univac
Division. The'aim behind the development was to have a better planning in controlling the
overhaul and maintenance of chemical plants. The method was made public n 1959 by Kelley _
~00 WL ket . i . L

'["I.le basic .diﬁb_rence between PERT and CPM lies in their origin and devle]ppment..
Initially the PERT technique was applied to R&D projects while the CPM was used towards

construction projects. Both of them share in common the notion of a critical path. The major
differences between PERT and CPM may be sUmmariseﬁ below:

PERT - O oM

v

1. Event oriented S ?‘ . Activity oriented

2. Probabilistic in nature 2. Deterministic in nature.
3. .Concerned with time . 3. Concernced with time and cost
4. Used for new projects. . 4. - Used for repefitive projects.

Steps involved in Application of PERT/CPM

" The application of PERT/CPM - in ﬁal‘tiClllaz‘ network analysis methods in ge'néral,
have to go through the following steps: ' ' '

Spet-1: Projeci planning and construction nf the netvork
_The various stages involved during this step are: _
i)  Indentifying various activitics or work elements involved-in the projest,

i) - Specifying the interrelationship among various activities, or work
- elements, and o

i) Developing a network diagram showing the sequential inter-relationships
between the various activities. : '

Step-2: Scheduling.

In this step, each of the tasks required to be performed is taken up. This is called
'Scheduling of the Project'. This involves the following activizies: -



i} Estimating the duration(s) of the activities, takmg inio c01151derat10n the
required for iheir executton i most economic manner,

ESOUTCE

Ii) based on the time estlmates preparing a time chart qhowmg the start and finish

-time_s for each activity, and hence calculation of total project duration by applying

etwork -

analysis techniques such as forward pass and floats calculation; indentifying critical path:

carrying out resource smoothing exercise, etc.
Step-3: Pr(yect comroi

“This phase refers to evaluating actual progress against the: plan If sig
differences are observed then rescheduling must be done to update and revise the uncg

part of the project. Reallocation of resources or remedial measures are also adopted|

Constructiﬁg the Network

As_noted earlier a network system involves indntifying all the key ag

sequencing these activities in a flow dlagram and assu,nlng time. duranons Using th
a network may ba consiructed. :

" Anetwork isa graphic plan of all actwmes and events: A network diaoram
the relationship between all the activities of a project. It consists of a certain configu
arrows and nodes for showing the logical sequeance of activities to be performed to
project objectives. Time, cost and other resources are allogated to different activities
can be illustrated through a simplified two-path diagrar

- (Weeks indicazed by numbers aldng the paths)

Fig-4: Four-path PERT D_iagfam illustrating the critical paths

Source:'-'_S_tueart'and Moran (1987). Library Management. 3rd. ed.
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in the above diagram, the numbered circles are called events. An event is a definite

point in time at which some activity will be completed. The. liness with arrows

connectingtheeventsillu strate activities or tasks that must be performed in order for an event

to occur.Events do not occur until all of the work included in the activities leading up 1o the

. event have been completed. The connected scries of activitics and events from beginning
(1) to end (11) is called a path. ' : '

The system for planning and scheduling work, often described as Critical Path Method
(CPM). It consists of enumerating the activities and events whose-completion can be measured.

- Critical path is formed by critical activities. This critical path is the longest path and
consumes maximum resources and maximum time. A critical path has zero float. The expected
completion dates cannot be met, if even one critical activity is delayed. A critical path reveals
those activities which must be mam:pulated by some means or the other if the scheduled
completlon dates are to be met.

CPM can be applled to library projects also. For example, the opening of a new brach -
library. The activities can be plotted to allow the librarian to determine the mode expeditious
route or critical path. Times can be assigned to each activity say from the time the idea of 4
branch library is formulated until the building is t'cady for occupancy. This can be presented
in a two-path diagram. Times would be assighed ¥or each activity (say. three weeks between
the events 4 and 5, while time between 6 and 7 may be on wuck) This suggests to the
librarian that either path 1,2.3.4,5.9.10.11 or path 1,2,3.6.7, 1. can be Laken. tf time is of
the essece, the shorter route might be more desira owcver, it may nol be true in all
situatios in service-oriented instituions like LICs. - U

The major disadvantage of PERT/CP ovemphasishn time and almost complete
‘lack of attention to cost. This has led to the dev@bpment of PERT/COST. The PERT/COST
introduces the cost factor into the pro In projects of complex nature with numerous

events involved, it Becomes very expensiWg to establish a cost for cach event.

5.6 LET US SUM UP

One of the best explanations of the process of planning is that it involves action
taken in the p:esent with regard to the future. It also involves a consideration of both ends
(outcomes in the fufure) and means (ways of brmg,mg about those outcomes). Other points
made in the context of planning are:

='Planning is a continuous and dynamic process.

*

* 'Plannmg involves coordination— as it involves a multiplicity of decmons
bri mgmg together a number of disparate elements.

* Planning process prowdes management with a toél to combat inertia and e~
place reaction with a forward thinking, pro-active approach

* Planning takes time and effort and is used t reduce uncertainty and increase -
conformity

~*  Planning is of great importance at a time of change. As a matter of fact, plan-
ning mcwtab]v means change. _
Lk Planning is risk taking.
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~ In conclusion, it may be said that phnmng is the . dynamlc process of committing
- resources systematically and with the -best possibie knowledge of the future ; oforgamsuw '
systematically the effort needed to utilise these resources ; and of measuring s the results of
. planning decisions against expec.tah(mq through systematic feedback. | .
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5 8 MODEL EXAMINATION QUESTIONS

L "ESSAY QUESTIONS

: .1_) Dlscuss in detall the concept of“Planmng

2)'  ‘What are the advantages of Plannmg, specifi cally in the context of llbrarles and -
' mformat:on centres. - : S ST

3) " Describe a conceptual model for planmng Iliustrate your answer with a ﬁgure '
4} Define the term “Strateglc Planmng ‘and enumcrate the sub- -processes involved..

5) Brleﬂy descnbe the steps involved i in p]annlng of libraries and 111f0nnat10n cen-_'._ :
: tres '

' IL SHORT NOTES -
. ;_a}.)' - Jactical planning

b) Levels of planning

e) Totallinforrﬁa_tjon:Flow I: 0 o







BLOCK 11 SYSTEMS STUDY

_ In the previous Block you have studied about the prmCIples and theones of management

- and also the nature and functions of management. The present Block introduces you the systems

- study: It is basically concemed with systems analysns and demgn and its apphcatlon o hbrary_
~ and information centres. :

There are three units in this Block dealing w1th systems analy5|s and design, evaluatton L

of information systemq and services and management mformatlon systems

: _Uni_t—'6 deals -With' Sy_sterns Analysis and Desi gn. Syste'ms analysis helps in lbgiéal analysis
of a problem and the design of system to correct any of the inefficiencies. It is a conceptual

strategy for problem solving and decision making. Systems analysis can be profitably applied =

to various aspects of library and information centre management, llke formulation of objectwes
hbrary automatlon book ordermg, 1nterhbrary loan etc. :

Umt 7 discusses another aspect of systems study, i.e. the techniques. and methods of
_ E.valuatmg Infopmation Systems and Services. It includes the details such as framework for
evaluation, evaluation measures. and their applicability. Evaluation of information systems

and services.is necessary,, if LICs to function efficiently agd effectively as information prowders _
Itisa powerful tool to’ 11nprove the effc:ency of th@ S o

_ Umtﬁ8 deals with Management Informg @ ystems (MIS). MIS isan intég'rat'ed systér_n
for providing information to support plannm trol and operations of an organisatien. It

helps the managers to enable them to imely and effective dec151ons Now-a-days it is .. -
‘used exclusively for computerised joforiation syslems : :

¥






UNIT-6: SYSTEMS ANALYSIS

~ Structure

6.0

6.0 Aims and Objectives
6.1 Introduction
6.2 -+ Systems Analysis - Need, Mumng, and Dcﬁmtmns
621 Need _
622 Meaning , -
623  Definitions '
6.3 Methodology of Systems Study \
6.3.1 Svstem Study - Pomts for Coiisideration
6.3.2 Steps in a Systems Study : '
O~ Systems Analysis
C 64 Analysis Phase _ '
64.2  Evaluation Phase - ' '
+ 643 Desigin Phasc ' - o
- 644 Systemn Instailation : ' _
- 635 System Follow-up ' 0
6.5 Limitations of Systems Analysis O
6.6 Application of Systems Analysis
6.7 Application of Systems Analysis | anagement of LIS
6.3.1-  Formulation of Librgy OMcctivos E
632 Library Manager Systems - Analvsis
633 Role of Systems AMysis in Lib, r\utmmtion
634 Book Orde ;
6:3.5 Inter L :br’u“\
6.8 Aslib Survey
6.9  Let Us Sum Up :
6.10 Refercnees and Recommended Books
6.11 Assignment
6.12 Model Examination Questions
AIMS AND OBJECTIVES

The aim of the unit is to prowdc, an overview of Systems Analysis with special emphasm

on the mcthodolog along with its strengths and llmrtatlom as a management lechaique.

.....

. Aﬂcr studying the unit, you should bé able to

get an overview of Systems Analysis .
get an msight into the methodology involved in System Analysis
identify the areas of application, of Systems Analysis

E appl) systems ana}\ sis In the management of LIS.




~ to.the following: . .

6.1 INTRODUCTION

“and services, including evalnation and management information systems. -

© 6.2.1 Need for _Sy's__te'ms Anall_ysi"s "

N In this ﬁnit, ybu are being introduced to thc cﬁncep’t_of System Analyéié in the jcontext .
_of library and information systems and services. While in the earlier block, the thepries of -
management and the factors and techniques of the planning process were discussed, this block

concems itself with Systems Analysis and its application to management of information systems -

It is.common knowledge that many " organisations. resdr.ted_'to'_.sqfne techniques/
methodology or the other for the purpose of improving their efficiency and effectiveness. It

was during the 18th and 19th centuries that such ecotiomists as Adam Smithi and G’ Marshall - '-
-became the pioneers of principles of Organisation and Management thought. - Subsequently,
~“during World War II, Operations Research (O R) came into existence, thanks to a fteam-of '
_ experts-Mathematicians, Physicists, Statisticians, Engineers, etc. ' Not satisfied with O'R,

Economists like Charles Hitch and E.S. Quade of the Rand corporation became pioneers in the

development of the management technique. “Systems Analysis” (=SA)- to enable the manager

to fulfil his role in the organisation efficiently and effectively.”

n the later sections of the unit you will be provided with the details on the application

.- of Systems Analysis tolibraries and information centres. A fe  applications of System Analysis
* have been described here to illustrate its utility. - Whilesjn th earlier block; the th ories of
-management and the factors and techniques of the plagning PeeCess were discussed, this block

concerns itself ‘with system Analysis and its '-'apﬂ'w management of libraries and
information centres, including their evaluation andWasfagement Information System. -

=

6.2 SYSTEMS ANALYSIS Q_ezn, MEANING AND DEFINITIONS -

- The difficulties _eﬁcoutl_tejed in a library and inf_dnﬁzi_:tion é_r&ir_om’ﬂcnt 'was_""lm gely due

N * o hicrcas’_ed Quantity _and. s'c_);_ihi_stication of the defnand. of the u‘éérs_' (dué"gt)__ surging -
enrollments, . teaching methods, etc) interdisciplinary . research, sp'e_ci_alisatioﬁ,

~ features of the World of Information, etc. =
L Lac_:k of funds
* Increase in inter-institutional cooperation

T Sho;tage."bf Iprc_)ﬁ:'ss'ionals etc.

for a techniques which combined the good points of Organisation and Managemen
Operations Research (OR) and the result was ‘the technique of Systems Analysis (S

" Thess necessitated the re-examination of libraries and information centrés. T‘-{:.is called ~ -
(O&M),

).
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R 6..2..2 Meanmg of the Terms

. In attemptmg to dlscuss the t‘oplc of Systems Analys:s lt would be helpful to prowde
deﬁmtlons of terms - Systems and ‘Analvsm

A System may be deﬁned as
R ."0rgamsed or comples whole an assemblage or combmatmn of thmgs 01' parts
- formmg a complex or unitary whole L

_'Assemblage of objects unlted b) some form of regular intéraction and
interdependence : = : :

.. A groupof parts or components or- elements mterlmked together 111 some fashron
‘in order to achreve some: objectlve '

For example one is all too famlllar w1th the dlgﬁSthb systein, cu"culdtory system
_ Tespiratary system, ‘ete. each having their own objectives. Further, they also have commonality
among all these. systems 1.e. some kind of linkage of various components or parts to make a
whole body with a view to achieve some objeotlve Thus, the systems concept or viewpoint 1s. -
- the srmple recognition that any organization is a sysiem made of segments, each of which has’
- its own goals. In the context of library systems, we come Mgoss acquisition sub-systems,
technical processing sub-system, circulation and maint c@ sub-systems, information
disseminationt sub-system, ctc. All the sub-systems mag intcFlinked, including operations.
Each of these library subsystems has their'own obgect at the same time they join together

to achieve the objectives of a large system, {.c. , library. Fusther, the characteristics of monitoring
: ar‘d feedback are inherent in a system, - - '

Analysls 158 r1gorously contr uiry. mto the existing eondltlons Analvsm
therefore, implies that the system is brokeMdown into its functional parts 1n ‘the first instance;
the functioning of cach system is ‘in detail; and if found necessary anew synthesm is:
_ attempted' such that the system.ﬁln better ' -

.6 2 3 Defimtlons

Havrng noted the meanlngs of the two terms Svstem and Analysis, we are now in a
p0s1tton to attempt a deﬂmtlon of Systems Analvsrs It may be deﬁned as -

* The orgamsed smentlﬁc study accompllshcd b}, breakmg down the . d]fferent
components of an assembly and its' subsequent synthesis into a unified whole
- with a view to aehlevmg the tasks, goals and objeotwes of the assunbly

* 'The systematlc and logical analysls of a problem and the desrgn ofa svstem to
correct any of the ineffi ciencies or errors which exist i the current opera tlons

% "A oonceptual strate}Dy for problem solvrng

o The logical analysis of the present sy stems - evaluation of the efficiency; eoonomy,
accuracy, productivity and timeliness of existing methods and procedures agatst
established  goals of the library; and the design of new methods/procedures or -
modification of existing methodsi’prooedures to lmprove flow of mformauon
-through the systems. : :
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Thus Sysfems Analysis is concemed with systematically analysing a total system in its
- context, and in identifying and describing the interrelatedness of all the component parts ar
operations of the overall system. [t attempts to measure not the effectivenes$ of a single
operation ‘or a narrowly focused. set of operations, but the system as a wholc relative to thra
stated objectlves and rcst:ramts of the present orgamsatlon

It fepresents a way of looking at and analysing complex organisations, a.\jd describing
them in essentially quzultltatwe terms. Its first objective is to encompass the total system of
operations, from mamgcment stated objectives and the resources (personal, material, etc.)
available to achieve objectlv_es,- to the environment in which the system exists. Then it turns

its attention to relating (but not t:valuating)_dbjectiyes and results. It docs this imtially in

' quantitative terms (e.g.. the unit cost of cataloguing a book, the time lapse between placing an
order and receiving a book) and then consults with the management to determine system
efficiency and effectiveness. The evaluative aspect of this effort is a shared résﬁonsi_biiity of
the technically oriented system analyst and managemcnt and producus a quahtatl\ e ¢évaluation
of the system being considered. : ) '

6.2.4 Systems Anal_ysis as Discipline

Systems Analysis, therefore, is not. simplv' 2§ jon of techniques but rather is a
discipline which is prescntl) attempting to synthesi evious theories and branches of
inanagemmt science into a new discipline an @.- irection it-will take is still ambiguous.

On the otl«;_r hand, an opcrauonal ?&ion that provides ihsight iht_o e_]c.Lents of the
- conceptual strategy characterizes Q‘;;¢ alvsis as 7 ingquiry 1o assist decisiTn- makers in

choostug preferved future courses n by

) s»stematically cxamin d re-examining the relevant 0b|ectwes and the alternative
poiicic oad strategms for '1clm,vmg them; and

(i) comparing quamlmmdj whur:, possible the uconotmc cost, cffectiveness (benefits),
" and risks of the ahemat;ves (Fisher. 1971) :

“Systemiatical’ iLﬁplies'that the progedure 1s planned and sequienced before iiis executed;
“Alternative’ presupposes the existence of objectives or a problem for which more than one
course of action or solution 15 possible: “Quantitative ely’ expresses a focus of System Analysis
on mrl’ibles whose units of measurc arc inhorently numeric or convertible to NUMerics: ‘the
prowsmn when possible’ indicates that such variables are desiderata but may net occur in
some situations. *Effectiveness rclates to the discovery of the best or most promising solution
to the problem. ' ' ‘

o L

Comumenting on the various terms associated with S'ys"tmns Analysis, Quade remarks .

that “all convey the same meaning. - What is ih’lpO_{'tﬂﬂt, therefore, ‘are the characferistics they
have in conunon. Thesc include an effort to make comparisons systematically in quantitative
terms, using a logical sequence of steps that can be rctr'ai:_ed and verified by others™.
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63 METHODOLOGY OF SYSTEMS STUDY

' A ﬁlll-scale formal systems study w111 uwolve a varlety Of personne] the number and 2

o type of which changes as the effort progresses.: The actual work in'a systems effort is norinally -
‘done by a.group of five or six’ specialists Orgamsed asa prOject team, headed by 4. project .
 leader directly responsible to the top management. “"Members of the team are selected on the © . - -

- ba51s of anticipated needs of the project. If the object of the project is to explore the pOSSlblIltV'
~.of rising computers in cataloguing, for example the team would be made up of catalogulng
librarians, anaiysts and - eomputer programmers s ST R

6.3. 1 Pomts for consrderatron for a Systems Study
. In 'rhe context ofa Systems Study, some of thc pomtsffaetors to be eOuSidered are‘.

R (a) Deﬁnmg the study problems—general def nition Of the problems to be studled
0 and 1dent1ﬁcat10n and desmptlon Of Speerﬁc problems mvolvcd '

®) Deﬁmtlon of hbrary Sfoverall goals -

() "-Seope of the Study — — areas and aetlwtles to be studied; prlormes if an\ o
 definition and 1llustrat10n of any limits or f8gtrictions, to be placed on the :
. development of the system. Type of system (l@or eomputer-based) wanted;
. number and proportional distribution of p e[t be in the systent; and tolerable -
unit or total costs of Operatlons Of the “ ' . o

cd) __Methods and Techn'iqu'es to h‘e for "Ol'j_tziih-ing and recording .llec.esséry o
: informatione Sampljng teQ' ique S'urvey forms Fennat Of Reperts ete. T

‘ ) Work and Time sehed ~days Type of skills needed for eaeh a551gnment '

Respon51b111t1es Of € 0, Target dates fori mterun reportlng and. eompletlon s

(B Announcement of Study Plan 1o Staff and USCI’S — reasons for Study goals for_

_ study, beneﬁts expected and SOllCItatlon Of co-operation from Staff
'(g)'- : Staff Trammg Programme 1f requrred
- 6. 3 2 Steps ina Systems Study

' A Systems Study which may be equated to the phrase Let s be- 'Orga.n.ised * helps to
mcrease efﬁcrenoy and product1v1ty of the 11brary It consists -of the followmg proeedural

,' eomponents

.._(_1). . P_ro_blem identification, deﬁnition :arld_deSeript:iOﬁ'ui a Sy.s_ter'_ri'eontext R
o t2) Staternent of objectives
' (a) Overall system objectwes o D
“(b) Outcomes desired of the problem Soluuon

- (c) - Performance indicators, expressed quantltatwely when poss1b1e by which
ach1evement of outcornes can be aseertamed :

B A (- A



(3) Spemﬁcatlon of inputs or resourccq prlormes and constramts on possible courses
- of action (1 g. plob[un solutions})

(4 - Formulation of alt_cmati_\fe courses of éction:
_(EL) Estimation of advantages and 'disadvz'l'ntagé;. of cach altémative
(b) Rejection of less feasible or d.t::si_rab.le a]t'ernatiifcs. '
.(5) “Collection and anal};sis .of data on promi.éing a!temativcs.
(6)  Selection and i|nplelnclltati0n-céf_ thc best .pl;;’)'ssible a]tcmative.
(7). Pel_"fonﬁanéc 11ionitoring,_ measurement, and evaluation |
.(8) "~ Correction or m‘odﬁcation .of the in%p]emc.m_:ation as needed
_ .(9) Performance monitoring, measurémr;nt and fe-evaluation.
6.3.3 Phases in Systems Study
- Another 'app;oacl1 tlo Svstems 'S.tud'y consists@y of thrce iﬁtcrdependgnt phases:
' (i ANALYSIS PHASE - whu,h m four 'Surw':ys:.__ Survey of Requifelﬁellts,
. Survu ot rent Operating Conditions, Suivey of
- Outtutesgnd Survey of Inputs. | |
(1) EVALUATION PHAQ&\ich is a dctail@d examination of current ﬁroccdurr—:s
o ¥

: vith respect to their adequacy to 1mp](,ment the mission
@ - of the system. _ _

(111) DESIGN PHASE --- which is action faken by validation of the emqtlng system by
modification -of it or by substitution of a newly designed
system to satisfy the clunands being placed on the system,

The design phase s fol]owed by System lnstal!atlon and Follow—up action if and when
needed.

L}

1 6.3.4 Systems Analysis and Problem Solving -

Systems Analysis may also be considered as a formal approach to problem solving or
decision - making and consists of a step-by-step procedure in which objectives are explicitly
specified, present situation is clearly described, and available alternatives are systematically
explored and then evaluated with respect to objectives. It is not a linear process in which one
function neatly follows another. The figure below shows a logical sequence of functions.

Functions 1-5 should be performed in several cycles, each time more thoroughly. Function 4 ©

Generates Solution and Function 5 Select Solution, mt{,ract hea‘nly

108 -



SYSTEM
ANALYSIS

[

| DELINEATE THE

| {Establish its boundaries)-

|

2. DEFINE OBIECTIVES
2a. State Overall obhjectives
2b. Translate into specific
(specity ohjeciives)

- State critenia ior
Selecting alternatives :
Performance, Benefils, Costs

3, DETERMINE CURRENT STATUS
AN CONSTRAINTS s
- Study the system enviromment.

determine constraints:physical. financial. ;|
time. policy - Audit current status : How !
are things done now? {syslerns analysis

{Formulale

Problem) — =t

Timing. Risk. Policy (relative) | in the most limited sense)

*

SYSTEM DESIGN
(Blue print for
problem solotion)

SYSTEM

IMPLEMENTATION

SYSTHM OFERATION

FEEDBACK

SYSTEM - ‘ | {

MAINTENANCE

4. GENERATE POSSIBLE SOLUTIONS

s NS

—f

~ 5. SELECT SOLUTION
- Chieck solutions with respect o constouints
& elimiviate infeasible solutions tnot8gmpatible with constrainis),
- Evalifue the remaining feasitg jons with respect’ to the
selection eriteria & select thie best syl penerated so far Write
report on design ol sysier :

I

6. ASSEMBLI 1C¢

“Sysiem rul

™ o acyuirel
jeations. TEST.

spec

A

ALL THE S¥STEM (Peopte, machines. data)

8. OPERATL TiIE SYSTEM

9. EVALUATE AND MAINTAIN THE SYSTEM
-“Continualiy compare results with ohjectives.

previous sleps).
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6.4 SYSTEMS ANALYSIS

As identified in ‘the previous scctions, systems study niainly consists of three phascs

namely. -analysis, evaluation and design besides systems instailation and follow-up. In this

section you will study them' in detail about _cach phases.
'6.4.1 Analysis Phase

In this phase, the-analyst should acguire a complete understanding of the svstem and its
components inputs, outputs and existing conditions; and determine the interactions and inter-

rélations existing betwecn thc system under investigation and all other systems that place

demands on it.

Tn other words, the qu'c'stions to be asked are: What is required of the S\!stcn*"} And what -
must it do to satisfy the demands and needs of users? In order to ﬁnd answers to thcsc qucstlons o

it bccomcs lmpcratwc to undcrtakc four Surveys:

* Survey of_ rcquircments '

® . Survey of current operations/operating con% :
* Survey of outputs S O

Survey of inputs v
a) - Survey of Requirements ;o
Though the terms ‘demapd¥ and ¥ requirements” are used synonymously, there is a
difference in the meaning of thest s. Action taken transiates a dcmand into a requirement

i.e., demand places a requirement oh thc system.
For example: |

Demand: ~ To provide user w1th an accurate and cu rrcnt cataloguc of the 11b rary s ‘serials
“holding necessary for thc uscrs- :

Reqwremem Serials systemy requircs rccords that can be mampulatcd in various ways to
satisfy mult1p1c dcmands

Internal :
Requirement: Prompt claim of issues on a d*“.ate schcdulc precise control of renewals of
subscnptlons when duc, improved accuracy and speed in the check-in of 1ssucs.

For the pumosc of conducting the survc} a work sheet should be designed and 1t should.

iniclude description of a) requirement, b) decisions to be taken for the requircment, ¢} actlons
to be taken for the decisions. and d) functions to be performed for the requirements.
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b} . Survey of Current Operations

The remaining three surveys - - of Current Operations, Qutpats and Inputs- - though
troated separately can be performed concurrently. In the survey of ciirrent operations, every
item about the system is closchy scrutinised - - Its requircments, equipment, personnel,
procedures and their applicability to stated outputs. cffect of other systems and functions of
-~ the librarv upon the svstems procedure. flow of work through the system. ete. Obviously, for

this close scrutiny. detailed work sheets need to be prepared. .

For example:

Equipment Survey: details include _'brief description of the system and its major.
activitics; primary requirement of the system: manual of ‘procedurcs if available; equipment
used presently and to be replaced: other equipment available both in and outside the hbrary;
location: special features, if any: percentage use: age and condrtion: authorisation and procedure
required for usé of equipment in and outside the tibrary etc.

~ Personal Survey: details on staff positions. job level or classification and grade of
. cach position; special skills required; name of person in the position, noting vacancies and
additional personnel not reflected in the organisation chart: actual Job level of person; special

skills possessed by the persons; accuracy and uptodatene®gof job-descriptions.

System Component Survey: of cach major gafjvity ub-system in work-step scquence
_ ﬁmiishing a complete picture of the flow of work 1gh the whole system consisting of its
-several sub-systems. In'relation to cach compoMew? the methods/ procedurss/ operations;
functtons/ decisions/ actions involved. brie ption and the standard work rate need to be

EIVETNL.

L this content. the rolo o
aone objectively at present A
analyst 13 not to suggest char
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urvey of

{t is pertinent to mention at this juncture that a demand places a requircment {l.c.’
performance of a task) on the system. which reqitires an mput for the generation of the desired
output (i.e. results that follow after the performance of the task). Here, by input is meant
mformation that is a matter of record within a svstein and output s information transmitted -
from the system. However, an output may become the mput for a subseqluent performance of
a task. The idea in this survey 1s that the input - output chain should be followed through the
system to its destination. In the context of inputs / outputs — the type the sources, the content
and form need to be identified. . SR '

' Appropriate worksheets for inputs and outputs need to be designed for usc in the surveys.

" The outcome of these surveys should be that the analvst gets a general overview of the svstem,

" revealing the work flow. the wterrelationships among sub-systéms. duplication of efforts’ in
" proparing, mziintaining and supplying the systems outputs and revealing uses and distribution -
of reports that may be vnnecessary and can be questioned by the analyst in the light of the
fairly complete picture of the system he has developed through the summary work shccts_l
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6.4.2 Evaluation Phase

Based on the information collected in the prévious' phase, the anhlyst evaludtes the
system to determine how cost efficient and cost effective, to what extent.present system meets -
~ the requirements of the operations: Subsequently he makes' recommendations— revision,
" elimination, ‘maintenance, and modification of existing methods, etc.— based on specific -

" determingnts. These may pertain to Tequirements; that are germane to successful management
of the system, inputs/outputs, personnel (size and capabilities, additions needed, reassignment
of jobs fitting. levels of. competency), equipment. (repair, replacement or acquisitionof new =
~ and modern’ equipments) etc, In this context, the tools used by the analyst include:goals .
 enunciated in the planning stage, existing procedural manuals, worksheets prepared for inputs/
* outputs. The recommendations are made in the form of a report for the benefit of the -.-
‘management. - o s S '

6.4.3 Design Phase
~_In designing a new system, the same data 1lsed-in prépari_ng' the_ evaiﬁation repf_)rt of the
existing system are used in.the design phase that culminates .the systems study. Thus, the

report is the starting point or basis for design, as the analyst, by now is familiar with the
strengths, weaknesses, opportunities and threats- to-the existing systein. '

| 'Thé' stéps'ih{sol:\?_ed in the d.csigln-pl_lase.'aré.:l i 0 .

) ' Revie'w (;f theprograms and tlicii‘ g o

2) : .}EéoﬁOmiC' feasibility of unit _c.oé%_xisting.by.ste& g
o 3 .‘Ver.iﬁca.tib.nm_i.d Valida%quireméﬁfs :

4) Spébi.ﬁc'ati'(.ms'. of @_{Iﬁﬁpufs EE

5y - qurhlilaticin of objé__cti\;'e's_ of ncw.'des:ig_ﬁ -

- 6) ¢ Designing of procedures for achieving objectives — provision of details, flow
- charts, procedures; etc. ' _— o R

o .7) N 'Dc'siglﬁing: of printed‘ forms ‘
8) _.Final _s'"t_jep.s _'inf.. design
_‘ Prepare a how"chart-of the he}n!_éYS{cni_ ‘;n suﬁrlment detai_.l_...l-__
- Estimate the cost t.)f'_il'ﬁ_s_tailing thé new 'syst_eni 'a_1_1_d. its_O’égrétin’g cost.
- Co_.m_par'-'i'so'n ofthe (;ld cost of t_hé;.sys_tc:n:l with__thﬁt of the '.n.e\#,'
| - Determme thc stafﬁngrequlrementsofthc newsystem _

- - Preparation of a sumriary report for library manage ment outlining the features
- of the new system. S . T A
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- Preparatlon of a dctalled procedural manual and tlme schedule for conversmn- -

to and 1nstallat10n of the new systcm
6.4.4 System Installatmn .. S

It is the responsnblllty of the analvst to msta]l the system in co- operatlon with others as
it was he who desngned the system Installatlon could be done by one of the followmg ‘ways:

*x Complctc change over basm Wlth a llttic break in service durmg the transmon :

Slrnultaneously as a parallel programme w1th both old and new Systems bemg )
_concurrent for a pre- detcrmmcd t1mc ' - '

Step-by-step or gradual basns where portlons of thc new system are 1rnp1emented |
' thhm the old systern.. ' o : .

-6 4 5 System Follow—up

Therc should be systern follow —up action 10 monitor progress and for gettmg a feedback
* This is essential as it would facilitate makmg necc,ssary revisions and adjustments in opcratlons -
forms and staffing. “This follow-up is preferably done afteMabout a month and should be
.'.'rcwewed penodmally and modified on n the basns of the fe@ received. - -

6.5 LIMITATIONS OF SYSTEMS @YSIS

S Whlle System Ana.lys1s has a g:,reat poten% in libraries, one should not ovcrlook 1ts- -
. limitations. Some of the limitations are Qﬁc below A
ERS 1) | Emph_ﬂSis_un Quantificatigny . -

' Svstenis Allalysis at present ian art based on rather gross, prlmanl} quzmtltatwe .

techiiques. While applying quantitative techniques to institutions which produce tdnyb]e .

- products and. profits is one thing, attempting to apply the same to a service organisation like a )
library is-quite different. Until or unless these quantltatwe techniques are refined to a point -

where they can take into account subtle qualitative factors such as; user satisfaction, quality of -

" cataloguing, and eﬂ“ectweness of selection policies, thé main use of Systems Analysis in libraries- _
~ will be limited to areas of processmg actmues such as orderlng and recclpt of materlals and' \
physical aspects of catalogumg :

‘.2) lelted A'ss_istance in Dec‘ision-Mﬁkihg'--f

Sy stems AnalySls purports tobea rational totallv Ob_]GGtIVB appro‘lch to the analysm of
'operatlons and prob [eiy—solvmg, while it is actually not. . The systera analyst uses his judgment
" and intuition in decidiig which facts to gather, how to interpret them ‘and what alternatives -
should be developed for consideration. Managements must be aware of this and be prepared
to deal with'the problems that may result. * As a matter of fact, Systems Analysis does not
make decision- makmg -process easier, if anvthmg, it makss it more: dlfﬁcult ’ :




3). Inability to stand the test of Time

" Ironically, S'ystelns'A11a!Vsis itself is affected adversely by change; the very force for
~ which it was developed. A dctailed formal systems study will usually at.cun‘:[ula:te a great
detail of data which often requires considerable time to assemble and analyse. The result of a
systems effort is analogous to a snapshot whlch reflects or represents ]‘E:d]lty’ at apeint of time-
and md} be incorrect at & iatter date. ' )

4) - Expensive

A full-scale formal syslem study is costly, often descriptive and time-consuming. Unless

there is sufficient pEOInise that an effort will result in savings that are commensirate with the
- effort, a formal systems effort should probably not be undertaken. Unfortunately‘[ it is difficult
to knew thls in advance '

6.6 APPLICATION OF SYSTEM ANALYSIS

In the earlier sections, an overview of Systems Andlyels emphamsu‘uT on its need and.

' value and methodology involved have been highlighged. While the content iis apparently
 theoretical, the ideas have been so presented as to |
think in a System'seoriented way in order to w
encounter. At the same time, it must be und

ilitdte the information pre fessionals to
wCtical solutions to the problems they
that Systems Analysis and thinking is

never a paracea or a substitute for ingeguity 1 solutiori of practical probiems: what it
achieves is the‘appropriate theoretical i‘%rk for thinking about probleins. '

| According to Fasana, “... IM@aries are in trouble and have been for quite/sometime ...

- Greater diversity of opinio e. s as to the primary cavse or causes. fn additicn, a shift has
occurt *4 in the nature of cau¥qg gted. While in the 1960s, the causes were changing structure -
of knoy 'edge and rapid development of |nterd|sc1phnary fields, information explosion; pro-

- ]:ferat[o i of new libraries and the i increase in'size and eemplexltv of older libyaries; in the

1970s, the causes include library management. or more preusc]y, the lack of librarians, with

. basis management training;-economic recession; need to make libraries majge |mmedi'_ately
- responsive to the changing nceds of their users; and application of newly developing

teehno]og:eq rmeh as, u)mputers telecommumcanon 10 llbrdry procedules" ' '

~In other words, the bas’ic problem confronting the libraries is the impact of rapidly
accelerating change on'an institution which has traditionally been slow movingand cellserv;itive; -
Any solutlon therefore “must first attempt to. understand the natule of chang( and then to
develop a methodoiogy t0 face the changcs S ' .

‘Systems Analysis has proved invaluable in analysmg comp]ex organisatiop and solving
problems resulting from orﬂamsatlom in LOl]ﬂlCt with ai enwronment dominated by change
and the uncertainty that u_newtably, aecmnpmnes change. But, the use of Systems Analysis,in

libraries has been limited. Increasingly, however, in-recent times, libraries are becoming
aware-of its potential usefulness to 'ﬂna[_yse’ and solve their problems,
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“during the past twenty years and the imporiance of

6.7 APPLICATION OF SYSTEMS ANALYSIS 1IN LIBRARY
~FIELD

The totality of activities within an information unit forms a system which exists to -
provide information and access to information to its users. The technique. of systems analysm '
can be used to study this system and its subsystems in order to demonstrate the 1ntcr-relat10ns}ups
of the component parts, their effectivencss or otherwise, and whether there is a need for any
modification or replacement. It is also of usc in'design and implementation of new systems.
Due to the complexity of information systems, and because information staff wsually cannot
down tools in order to carry out a full ‘analysis, most systems investigations have been into
pamcula.r activities and technical processes. Some studies have been made of the relationship

* between two or three subsystems, but there is a lot of work still to be done in this field (Manson).

Following arc examples of how systems analysis can be of use to librarians.

(671 Formulation of Library Objectives

" The quantitative techniques used, the rigorous attention to defail, and the eritical
examination of facts, characteristic of systems analysis,cncourage and enforce systematic,
disciptined thinking about operations and organisations. Such a critical, analytical attitade is

- fundamental to modern management and is an essential first step in understanding complex

identification of problems and the evaluation of an organishgion YObjectives should be cleariy

problems. For cxample, the objectives of an o'rganisatim@i be the starting point in the
stated and reflect a realistic attitude on the part of -:mL,

¥ Too often library objectives.
$ for libranes have changed radically
iation in our society has increased
cnormously. Yet library objectives, resources igaigehniques have changed liitle.

Unless objectives are stated e wly. it is impossible to develop measures of
performance. Unless effective performaige can be demonstrated, it is difficult to justify
continued levels of financial sup impossible to argue for increased support to provide
new or additional services. The ab 0 demonstrate effective perfornmance assumes critical
importance in a period of LCOHOIDIC recession (Fdh’lﬁd}

are ambiguous, out of date, or unrealistic. User requirg

A systems analysis must always start. from the obj_ectix es of the system, and then look at
the functions of the system and how these are carried out.  The relationship of the systent to
other systems must be determined. so that the necessary constraints are observed. A wscful
approach 1s the “critical examination™ of each activity within the system Each . actmty 1S
defined, then the followmg points are examined.

Is ThlS activity necessary or can it be avoided? If necessary, what are the methods of
doing and is there any better way of domg ?

When the activity is performecl_ and is thcf.e' a better time?
\th‘O ;}'erfonns and is there any other personfgroup who can perfc:rm bctter‘?

At thc, same time performance data can be calluctbd g.g. time spcnt on each opuratum
volumﬁ, of work, rates of pay, ete.




In the next stage the system is analysed.. This can be done by drawing up such things as

- organisation diagrams and flow charts. Process flow charts can demonstrate the physical

~ movement of materials, and logical flow charts can show where decisions are made and their

effect on the subsequent parts of the process. From the timings of the activities, staff costs are

determined, material and other costs are added to obtain a total cost. Cost of any| alternative

‘methods can also be estilﬁated for comparison (Mason). This systematic analysis aids in

~ cither formalation of new objective or in the modiﬁcatlonf refining of the formulateﬁ objcctwcs
to- sutt with challenges of change

6.7.2 Library Management and Systéms _Analysis

lndismphned thinking is reflected in many llbrary operations. lt is'not uncommon to

find that operations in libraries have no réasor for continuing. They exist because no one has
questioned or evaluated them. Continual evaluation and modifications of procedurcs is required
to reflect current, changing needs. This requires a querying, analytical attitude on the part of
librarians at alf levels. Similar problems exist in the areas of planning, control and decision
making. As organisations grow, the number and kinds of d_eciSions that must be made proliferate
and the conscquences of these decisions become more critical. For example, a seemingly
simple “decision about. what information to include on an acquisitions order form can have
_profound effect on cataloguing operations. Unless a librarian can analyse the hature of a

- decision and have facts available in a form that he can ugrstand and use, he is forced to rely

-on personal experience and intiition which is often i
organisations. Decistons based on fact and praﬂr anésis, coupled with institution and

expenence, are inevitably more, consistent, reli asana).

Systems analysis comes into pictu nd when decisions are made to imodifﬁthe.

system, or to introduce a new systen
major part of the thinking out of t
stage. The implementation and gvalu:

he age of system dcsign is carried out, 'ﬂthough the
r will usually have been done during the analysis

because, however good the is.there will always be unexpected
factors arising, usually at the face between the new system and other existing systcms
- (Mason, ' '

6.7.3 Role of Systems Anélysis’ in Library Automation

. Library automation has demonstrated that libraries will need a great deal of special
technical assistance in designing and planning Systems and using new technologies.  This
assistance can be provided in part by using trained téchnicians and specialists from other
disciplines. Controlling and coordinating these non-library specialists is difficult, but highly
essential, because the system that will be dévetoped will ultimately have to be taken over and
operated by librarians. The need, therefore, for librarian to gain experience.and some level of
expertise In systems analysis to guide the design and development of automated systems and
then to operate them is becsuung 1ncrcasmgly crltlcal (Fasana).

Inan overall appraisal of the utilisation of systems analysis preceding library auf:'omation,

- it scems a fair conclusion that systems analysis is becoming routine in libraries, particularly in "

instances where automation is seriously considered or thought probable. Even when the use
of the computer is not prcconceived as a hkely result, machine alternatives are routjrrelv consid-
ered. As C 0X stat(,s automanon in hbranes is v1rtua.11y inevitable due to 1ncreased demands
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for service. Other factors including the large volume of materials handled and available

~ technological aid in the form of computers arc also contributing to the rapidly increasing -

number of applications of automation in library technical processes. In any case, systems
-analysis, as a prelude to library automation is an inevitable common place fact of life m
libraries (Carter)”. ' '

Critical 'Exami'na_tion

To illustrate a combination of systematic analysis and creative thought a techniques
~known as “Critical Examination” is outlined below: o

Critical Examination
. , _

Facts S - Alternatives ' Consideration
for developing
{ What 1s achieved? Why What else could be?
How 1s 1i achieved? Why? | - How else -
When? - Why? When clse? ' S
Where? Why? Where clse? -
Who - Why? Who else? = 7 \

- Thisisused typically in a process improvemation where one starts with a rigorous
- questioning of what the process is designed fo achivwe and why before looking at how it is
done, how or thinking how better be doie. t two columns provide the framework for
~ a Systematic and rigorous analysis of istiyg system - or the proposal, if the technique 1s
applied at the design stage. They em arching use of the question WHY? Both to look
back at causes and to look forward t urposes. They are designed to give a thorough
understanding of the present situ i§s strengths and weaknesses. The third column- represents
the creative phasc in which opporNgfities for change are generated. The approach 1s that of
brainstorming on each aspect of the system in turn and it is usuval to assist the process by
means of a check-list of simple trigeer-words such as eliminate; avoid the need; substitute; |
. modify. Evaluation of the ideas is deferred to the next stage and the 4th column provides the
basis for this (Kemp). ' ' o

6.7.4. Book-Ordering System

Systems Analysis was used in an investigation of alternatives to a manual book-ordering
-system for the University of Michigan Library. Problem with the existing system became
visible when planning for the future was contemplated which involved increased acquisitions
requiring additional staff and facilitics. Hence, system objectives and performance indicators
(cost per order) were specified and alternative system designs were considered. The proposed
- mechanised alternative and steps of the implementation process were studied in detail.

The Systems Analysis required neatly two years from the stage of problem definition to |
implementation. This resulted in 2 new system capable of processing a 33% increase in workload
- with only one new staff member, no facility increase, and most important— staff sentiment
favqurab'le to the new system. The performance evaluation disclosed the pragmatic difficulties
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that can be encountercd n comp’mng a New system w1t11 a replaccd one. . Repl gsentative costs

for the new system werc not abcertamed as it was felt that a l-year period was too short.
" {Thomson and. Mul]er)

6.7.5 Inter- lerary Lendmg System

Another analysis examined two altcmatives available to an inter-library lending system:
(a) Loan of original library documents that must be returncd and (b) the provision of retention
photocopies of requested materials (S pencér) The report of this analysis is most detailed with
respect to the data collection and analysis proccclure employed to obtain performance data for
the two altern latwes

In accordance with work méasurement procedures, the work applicable to each alfernative -
‘was determincd at the task level of specificity as follows: appropriate forms -were desgned for
employee self-administration, data sample stzes were computed, and data collection. procedures
were developed. The alternatives were comparcd on unit-cost - per - ruqueqt recejved and
unit-cost - per- filled collection variables. The data showed almost equivalent coth for the .
two alternatives, and they'demonstrated the cost sensitivity of this malti-task, labour-{ntensive
operation to a,) Wage changes; b) the quality of input citations received which |affected
Venficanon and document Jocation times; and ¢) record-kdaging proczdurus Although the -
report does not indicate the decision reached on the dal\ th study provided one Regional

Medical Library that Qperates a high volume lendithg, service with concrete knowfledge of
comparative operating costs and a factual basis r@ v decisions. ' '

6.8 ASLIBSURVEY v

R4

An ambitious study conducted by Wglib illustrates another type of applicati'on"of Systems
Analysis. Initially concerned wi arious uses that are made of bibliographic data slements
i library operations, Aslib researdpérs intensively examined the records and record| kéeping

' procedures employ ed in representanvc public, university and non- -commercial special [libraries
(Pauline Thomas and Harry East). They developed a standardised dB:aCrlpTJOll of work
“procedures and activities that are associated with the need for and use of various biblivgraphic
~and administrative data elements. From this experimental information about pievailing
practices, they designed a procedural model for operational subsystems (acquisition, processing
customer services and maintenance). of a library that demonstrated the possible performance

L

of completc sets of activities with a minimwum number of fonm G

The model was applied hypothetically to practice and proccdurcs in an actual library
WhICh revealed sites amenable to the reduction or climination of work . In the next stage,
work procedures in a college library were examined in terms of the procedural model it a task
level of work spectficity to show how work can be analysed, not oily to recogntse information ‘
" needs but also to obtain. data for such purposes as cost analyses, job analyses, and training
programme development. The. Aslib reports recommend that the model be vmwed as|a guide
and not as a descrlptlon of a single rigid option.
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6.9 LETUS SUM UP

Svswm‘: Analysis as a 111anagcment tool is valuablc in analvsmg complc}; organisations
and has been uséd successfully in business, lnclustry government, ‘et and in identifying and

solving problems. The strategy of problem- solving prescribed by Systems Analysis is applicable

- at many levels of operation that can be circumscribed as ‘Systems” for study purposes. However,

the demand of Systems Analysis arc tough in that they require comprehensive articulation of

the problem an unambiguous statement of 0b|ectwes accompanied by concrete performance
measures, realistic alternatives for overcoming the problcm at hand, rational decision-making,
implementation of the programme designed, and’ performancc assessment. It is not only difficult

- to meet with these demands, but also-it is time-consuming and consequently an expensive

proposition. In addition, knowledge, skill, co:ﬁpctcncc, imagination and attitude required: in
people COnducting such system studics is of a high order, and also requires the cooperative

framework of many individuals at différent steps.. In other words, it may be said that a-
sysiems stndy can be successful only with the joint and integrated efforts of different groups "

of individuals. Nevcrtheless, the most useful contribution that Systems Analysis will make to -

libraries and information centres in the immiediate future will be in the areas of management,

“organisation and adaptation to change.

Systems Analysis is applicable at many levels of\gperdtion that can be circumscribed as
“Systems” for study purposes. It has been pr beyond doubt that System Theory and
approach have a strong influence on various fi study covering the cnti'r_e_ spectrum of
library management | — Planning and Desigging of Information Systems ncluding computer-
- bascd 1uormation systems; Costing and Ecogénilcs of Information Systems; Staffing; Evalua-

ﬁ_on- of library and information sy; . staff, future policies and dircetion, Bibliographic.
control, Collection Development; rary* Autoination, including automated acquisition,

automated serials coritrol, a circulation including inter- hbrarv cooperatlon Human-
Computer inte'r_face design; Selagifon of Software Packa;;es etc.

Another 111terest1ng point is that Systcms Analy51s asa m‘magement tool is apphcablc

.

 to school fibraries. coilege libraries, university librarics, special hbrarles large library %}stums S

: opcratmg at the natlonal and 111temat10nal lcvel

At the same time, it must be stressed that System Analyéis work is complex, dynamic,
costly and time-consuming, and results can never be guarantecd. However, Systems Analysis
can and should be used in any situation where there is a need to measure performancc, and a
reaqonable possxblht) of heing able to’ develop more ef’ﬁmcnt routines.

Thus, Systems Analy51s has already been proved uscful in hibraries, first by fostering a

critical systems approach to operations and problems and, secondly by providing libraries .

with new techniques useful in analysmg evaluating and understanding library operations
~ The future of Systems Analysis in libraries is promising, but will not be realised without effort

- on the part of librarians. Nevertheless, it should be realised that Systems Analysis is a tool or
- extension of management and, therefore, must be controlled by managemt,nt and not allowed -

to contro] or rcplacc managemcnt
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6.11 ASSIGNMENT

Critically examine various steps involved in designing and planning of automated library
system using systems analysis as a toaol. : :

6.12 MODEL EXAMINATION QUESTIONS
'_ I~ ESSAY QUESTIONS _— o - |

1)  Define the terms ‘System, Analysis, and System Analysis® and coniment on the
need for Systems Analysis in the libraries and information centres.
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2} Describe briefly the methodology involved m a formal svstems study. - Comment
also on the limitations of systems analysis. '

3)  Draw a figure showing the logical sequence of functions to be performed in a
systems analysis study. ' ' -

4)  Discuss with illustrative examples the application of System Analysis i libraries
and .information centres.

- SHORT NOTES
ay  Swstorn Design

b)  System evaluation

L9}

Pl.ases in Systems Study

dy  ASLIB Survey
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"-'UNI‘T_-'T:

EVALUATION OF INFORMATIOV
SYSTEMS AND SERVICES

'7,0:

Structure ‘
Aims and Objectives |
7.1 Introduction
7.2 Fvaluatlon - Importance, Objectwes and Fwel aws
2.1 Importance ' T
7‘7.2 Obijectives. '
- 7.23 Ranganathanis_Five Laws_ ‘
7.3 Definitional Analysis i
7.4  Evaluation Criteria/Measures ‘ '
7.4.1 Quality Measures '
74.2 (eneric Measurcs_
7.5 " Economic Concepts of Evaluation .
7.6 Applicability of Evaluation Measures g .
7.6.1 Relevance / Recall / Prec:snon . _ o
7.6.2 Generu Measures _
7.7  Evaluation of Information Systems and @s
7.7.1 Tramework for Evaluation { o
7.7.2 Evaluation of Information Sefgices -
7.8 Planning Aﬁproacheé to Evai¥@tion
7.9  Steps in an Evaluatiot amme
716 TetUs Sum Up :
7.11 Tzferences
7.12 N del Examination Questions-
7.0 AIMS AND OBJECTIVES

The aim of this unit is to provide a framework for Evaluat:on of |m‘0rmat on svstemq
and services with a special emphasis on the various valuation measures and their ¢

te information systems and services.

After reading this unit, you shouid be able to

‘get an overview of the subject of Evaluation

recognise the need and value of Evaluation

become familiar with the framcwork for Evaluation of Infornation systems ,Lnd services

- wdentify the criteria/ measures used for Evaluation.
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- other words, information may be available bug not ate

71 INTRODUCTION

In this unit, you are mtroduced to- the concept ofevaluatlon in the context ofmformation

~ systems and services. In the earlier units of this block, the techniques of Systems Analysis -

and ifs.applicability to Management of Information Systems and Services have been discussed.

Evaluation, one of the phases in a systems study, is discussed here and includes details such

' as framework for evaluation, evaluation measures and their appllcabrllty

7.2 EVALUATION IMPORTANCE OBJECTIVES AND THE
~ FIVE LAWS - '

7.2.1 Irnp.ortance of Evaluation .'

lnformatlon isan al! pervasive resource in every human activity and hclps in establ:shlng

a contlnuum from past to the present and ultlmatc]y the future. The natural consequences of

all activities tends fo generate large amounts of data/information. This information is recorded

~ and stored only when'it is expected to have potential importance. But, its importance may

'dcclmc with time necessitating a weeding procesx “This is easily sald than donc as it may be
easier to retain than to throw out. : :

As Doyle puts it “...All this is, perhaps a negatw
~_information, and is the price we pay for having as many

state ofavar]ablltty and readiness foruse”. This res 3.
it the midst of plenty” as information accumulated, §

onsequence of the nature of

a2 p€luliar phenomenon of “poverty
organised. It impedes retrieval. In
sible which is mote frustrating than
havmg no information. It is to eliminate liorate. this situation that information

“professionals have resorted to_or’ganisati@f it ormatlon into some: meamngfui grouping of -

topics for retrieval as and when necess

- In view of the emphasis o1 ation retrieval during the fifties and sixties, numerous -
methods for accessing information Wefe designed. Consequently, librarians and information -

scientists were placed in a dilemma regarding the choice of a particular mcthod In other

words evaluation in regard to the workability of the new methods became a necessrty The

coming of the computers into the information scene complicated the situation further as tall
: cIalms were made However, Bar—Hl][eI nghtly said in 1960 that;

_ “the prospects for effclcm use ofcomputers for information retrieval have so far been -
.greatly hampered by inept theorizing by pointless attempts to “apply” prestige- carrymg scien-

tific, and especially mathematical, disciplines ... and by greatly underestimating the intellectual
effort requrrcd o arrwc at'a good abstract a good index set, and good Judgment as to the
cioscness of topics ...

ln other words it became obvious that ¢laimants of nove] ideas shou[d prove thc:r
. worth by-evaluating them in real-life situations. At this juncture, one question that one may
: ask is as to why évaluative: approaches were not attempted extensively before. The answer to

this ‘would be that changes in the information environment were slow and gradual, giving

sufficient time for the traditional methods to adapt themselves to the new requirements. But,
this has changcd consrderably, in recent times, 11ece551tat1ng apprdlsal of new methods.

123

f information as possible ina, .



The evaluation is also essential to assess the leve! of performance arid if t

look tfor ways and means of i 1mpr0wng the aetwltles and berw.ces in order to aftai
tives.

7.2.2 Objectives of Evaluation

It has been said that evaluation of system/services/activities is-done with ti

of improvement. Specifically speaking, the purpose of eva_luation may be :

* ° To show at what level of performance the system/service is operating -

* To compere performance with other'libmries '

* To justify the system or service’s existence - - by an analysns ofthe
between benefits and cost.

To identify pOSS]ble sources of fallure or meff'cnency in the service
to raise the level of performance

Echomg similar views, Welss argues that most evaluative decisions relate ¢

how a llbrary should 0

#  Continuea pregram ) | o
* Institute similar progreme elsew
x lmprove .it's practiees or pro%s
* Add, drop or ehange el e programme strategies a_nd teeh—niques
Allocate reset@ncmg ebinpeting erograﬁmes |
* . |

Accept or reject a program approach or theory |

~ Thus, one can see that every system/service is evaluated at four levels |
efficiency, effectiveness, cost-effectiveness and cost-benefit wherever and wheng

Evaluation of information is also essential to identify. the relevance of exist
in the changing environment and availability of limited resources. This will b
provide necessary information for decision making and contribute in development
activity. The evaluation could be of collection, performance, budget, expenditurc
Dr S.R. Ranganathan’s Five Laws can be adopted as principles for evaluation, -

~ 7.2.3 Ranganathan’s Five Laws as Evaluation Principles
In the context of cvaluation, pe?haps. onie can adopt and use Ranganathan’s

Evaluate Principles. The following are the Five laws and thelr implications in
process.of evaluation.
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-~ *  BOOKS ARE FOR USL

Evaluate collection and services - - carried to its logical conclusion. implies
consideration of Cost-effectiveness 1.e. Cost per use-of Services

+  EVERY READER HIS / HER BOOK
Assessment of availability and accessibility
* EVERY BOOK ITS READER
" Assessment of exposure as well as abcessibility
* SAVE THE TIME OF READER
“Internal efficiency of the library to make bib[ibgrﬁph-icai resources accessible in
ways that are most conven ient to the user, thereby increasing user satisfaction
and simultaneously minimising time loss to user.

*  LIBRARY IS A GROWING OR_GANISM

{s the library adapyinyg to the Limnomr' socty conditions and iechnological
Jeveiopments”? : : '

7.3

DEFINITIONAL ANALYSES( | )

definitions of them:

In attempting to discuss the. %ubj:u%aluation, it would be helpful to provide

aj The purpose of Fyyation¥s

The process of dMermining 1o what exten: the obiec tives are actuaily being

achicved

* Providing information for decision making
* The comparison of perforinance to some sland'\rd% to determine whether
discrepancies existed
* The systematic investigation of the worth or merit of some object

As a matter of fact, evaluation serves different functions:

* In formative evaluation, it is used for the improvement and development of an
ongoing activity or programme :

'* In summative evaluation, it serves for accountability, eertification, continvation
or selection : :
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A third function is psychologtcai or socio-political. More than one fun tion can
be served - to motivate, increase knowledge, gain suppon and promou. public
relanions.
! . . . . . .

Thus, one can see by implication that evaluation involves: Focusing the evaluation,
designing the evaluation, collecting informnation, analysing and reporting information, managing
the evaluation and evaluatmg, the evaluation. Few terms used i in evaluation are explained in
the fo]lowmg paras: '

by  Performance is an indication of how well a service or activity is performed and
can be measured in terms of the input costs and output in terms ofquantlty quality, timeliness,
dvallabtllty. access:blhty etc.

¢}  Effectiveness is measured from the perspective of users, whicli include user
satisfaction with a service; amount, purpose and consequences of use. Perhaps, improved
' qua]:ty, timeliness, and availability w0uld result in greater user satisfaction and increased use
of services.

d)  Measure is generally used to mean any hQeess describing in quantitative
values : things, people, events, etc. It also means the vaMg bffing measured. '

7.4 EVALUATION C R_ITERIA%ASURES

\

The objectives of evaluation ,
framework within which the follagving
- the framework are

) Cost - refers to the input of resources to a system in terms ofmonetaly umts
' Direct; Costs,Effort involved (Cost of User’s own Ume) etc.

ii)' .Response Time

i) Quality - Coverage of collection or databaséhcompleteness); Recall ; Precision ;
U’ser_Effort';' Novelty; Accuracy of data

v}  Gemeric Measures - Input cost measures, Output Measures Effectiveness
‘Measures and Domain Measures. ' '

Lancaster has given exampies of possible criteria '1ppl|ed to various services in the
following table : ' !

exposure/accessibility goals, provide an overall.
iteria have been developed. The key terms used in




Table-1: Possible Performance Criteria for Library Services

Criteria- ' TechnicaIService_s' .~ Pubiic Services

QUALITY - 1. Selection and AugtllSjthﬂ I. Range of services offered _
. . Mg
B ' " ‘-size, appropriateness. ' o B L

and balance of collection 2. Helpfuiness of shelf,
' shelf order and guidance
2. Cataloguing and Indexing 3. Catalogue - -
- accuracy, consistency, completeness accuracy,
and completeness - ~_and ease of use

4. Reference and retrieval
- - completéness, accuracy
and percentage success

5. Document Delivery -
- Percentage success

Delays in acqumt;on

- TIME R . Hours of service
-2, Delays in cataloguir 2. Response time
other processing @ o
3. Productivity o o 3 Loan periods
COST 1L UnitcooNgT pifrchase - 1. Effortto use
' ' 2. Upitost ofprocess -~~~ - Location of library
- ion . - Physical Accessibility of-
- Cla%ify = ' collection.
- Catalogue, - Assistance trom staff
' 2. Charges levied

Inthe sudceeding'sulb'-sect'ions, the different types of criteria/measures are discussed in
. detail. ' o :

7.4.1 Quality Measures

While cost and time cr iteria are obvzous quality measures are Iesq obwous Two ma;on
quallty measures of success as applied to mfornn[mn services are :

- Does the user get what he is _seeking or not ?

- How completely and Jor accurately does he get it?

- In other words, the measures pertain to coverage, recall, precision, ete.-
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i) Coverage:

Coverage is a measure of the completeness of a collection or database. It'is
recall in that it is Ilkely to be a coneern only to the user who needs high recall i.e. a c¢
sive scarch,

ith Kelevance:
Whenever one talks of information retriéval, one term which assumes signif:

rélevance”. But then, the question -7 What is relevance” is difficult to answer.
either - or approach to relevance is index term assignment is difficult. Thus, a te

related to
mprehen-

cance is
Yes - No,
rm can be -

~ assigned to a-document on a weighted basis, the amount of weight depending on the Tobabil ity

thai a searcher using that term would find that document relevant. Maron calle
approach as “ Probabilistic-indexing”.

this new

The idea of measuring retevance spread to the Cranfield project. Golfman was suggesting

that relevance is not intrinsicalty a measure. because it is not additive. 3o the quesifon turned

" not w * why relevant”, rather “how relevant”. But, in 1967, Cuadra and Katter p
* paper entitled “Opening the Black Box of Relevance” wherein they reported the

iblished a
effects of

varying the questions given 1o rolevancejudges by informging hem what the retrieved documents

arc used for.

For exampie: : ' : O '
atig approaches

* Use in stirnu]ating rdeag
- Use in relation to a spc k -
* ‘Use in preparing haustive bibliography

and the authors concluded ... Thus, it is possible to obtain higher or lower releva
simply by telling judges how documents are te be used”. This 1s essentia as otherw

1CE scores -
1se judges

would make their own assumption leading to variations within the “black box of relevance™.

Nevertheless, the concept of relevance continues to be used as can be seen from th

e fact that

relevantjudgments are sought for from users, in the context of SDJ (Se]ect:ve dissemination

of Information).
iii) . Precision:

- Precision is the ratio between the relevant retrieved and the total retrieved doc
a literature search. Asamatter of fact, it is the measure of the work still to be done in
out irrelevant material at the next level of search. For example, if in’ retr[evmg 8w
92 unwanted) we say that the precision ratio is BHOO or8%.

Similarly, if an index retrieves a total of 50-references in response to a quest]
“which 40 are relevant then the precision ration is 40/50 X 100 = 80% '

uments in
screening
anted and

on, out of




In the context of evaluation, the following common frame of reference would be useful:

" Relevant . Not Relevant Total
a b ath
-Retrieve_d Hits . Noise - Total
' ' Retrieved-
T c - d ) ctd
Not Retrieved Misses - _ Correctly * Total
- rejected _ not Retrieved
Total _ atc b+d atbte+d
Relevant Not Relevant - Total
~Collection '

&

X 100
ath - 0
- Ré[evanf retrieved .
e —— X 100 O
) Total Rétrieval '

Precision =

It may be asked as to why i lrrenev

are usually retrieved because they cont ination of words, terms, or phrases that matched

‘those in the search statement, In gther Wy ds, retrieval of irrelevant materiat is unavoidable.

Further, studies have shown that ters such as library size and topical specificity influence
the number of irrelevant retrieval. ' S

iv) Recali

On the other hand, Recall is the ratio between the number of relevant documents and
the total relevant in the fiie or system. For example, using the common frame of reference,
Recall may be ‘illOWl'l as follows:

& ; Relevant retrieved
Recall = — X 100 ie. X 100

ate Total refevant

For example, if there are [00 documents relevant to a particular question in a file or
system and if 60 are retrieved and 40 are missed, then the recall ratio is :

60 .
— X 100, ie. 60%
100

' magiai are retrieved in relation 1o a gquery. They



N ‘as 20!60 (0 33)

While this’ may be a useful measure, there is the problem of determmatron of the total

number of relevant documents in the ﬁlefsystem uniess one scans the whole’

completely -For large collections, this.is “exceedingly 1mpract1cal’ But Salton sluiggests a

number of altematwe methods for this’ purposes They are:

- .a) Use of samplmg techn'lqucs' | _
b Designation of source documents

©); . Scanning of condensed formats mdexed by one of the and? word< in as-e'ar'ch_ :

; request.

- N dj- : Conducting a number of. searches usmg the same search request but different -

search methods i _word system 5, thesaurus, statrstlcal phrase ete.

Perhaps the measure of the completeness of a search A a, databasc 1s re
_ ._Recall ratio. : : - : L

v) B Novelty

Ferred' to as

Novelty refers to the newness ofmformatton supplied bya serwcc and s of |mportance :
~in evaluation, especially the Current Awareness service. [timaybe oonsudcred as jn extension

of precision, since it represents the percentage of relevant items retrieved durmg
_.arenewio the requestet: The evaluator can determ ine thé
formulag - - by either dividing the new and relevant r&
or by dividing the new and relevant references'b
“For, example, if in a search for which precisi
items were new to the requester, then the tovelty

E 'on-'c_O'll]d he c'a'lcn'lated as 20

7.4, 2 Generlc Measures

__Th‘e:re are fo‘ur__gener

: of measures for the evaluation of informati
. centres They are : Ce N

.; |

‘Input cost measures -
Output Measures -

- Effectiveness Measures

-+ Domain Measures'

LN

Whlle mformatlon oentre management can have dlrect contro] OVer input cog

‘search that

ovelty ration by using tWo d1_fferent
renge by the total references retrieved.
ae nutwer of relevant references retrieved.

% 60/80 (0.75) and'if 20 of the relevant -

80 (0.25)or

bn systems/: '

t arid output )

. measures, and toa lesser-extent on effective measores it has absolutely no contro] over the
* domainmeasures. The management concerned can change the sntuatron through tralning,ﬁring, _

"'frehlrmg,etc B
N In'put CoSt Measur_es.- '
As the name suggests it is the overall cost of all resources Capltal staff,

| facrhties information, supphes admrmstratwe and support staff etc- - applred tothe
functions and : services. S i

equi'pment_-,.' .
operziti_onal_ o

i Ief‘System e




i) Amount of resources
i) .Attributes of the resources _
iit) . Amount of money applied to the service

The following table indicate clearly the quantities and attributes of the resources. .

- RESOURCES AMOUNT - ATTRIBUTES

Manpower No. of people Level (Professional,Semi-
o L - professional, Clerical)

- No, ofhours Competence (Knowledge,

worked. skills, attitudes) - '
- Education '
Experience
Collectiou | R No.of Titles n Type of Material (Books
. o o the coilection _ Periodicals, Reports,

Audio-visuals, etc.) -

No.of Titles Type of Media (Print/
purchased Qapen Micro-form,

=lectronic)

Finance/Cost : In Rupees, D@ - Funds Allocation

Pounds ing Application of Funds
 Fixed Vs Variable

ii)  Output Measures . a

Similarto I1put, output measured refers to the quantity of output and attributes associated
with output such as quality. timeliness, availability and accessibility. ' :

1) Qutput quantities pertain (o operational functions and services and involves the
numbers of transactions or items provided. For example : Number of documents photocopies
provided Number of séarches made, Number of documents classified/catalogued, etc.

2)  Quality measures are applicabie to operational functions and services. For

o éxampie : accuracy of ciassiﬁcationfca'taloguing, relevance of search outputs which perhaps

would include recall and precision, level of excellence of activities. etc. Generally, the quality
measures are applied to specific units of output and not for the output as a whole. Where it is
“not possible to measure quality directly, scale values are used. ' -

3)  Timeliness is a measure appropriate for services. This would involve establishing
a refationship between the response time (of the system ) and the required time (of the user). .
Obviously. if the response time is earlier than the required time, the user is happy. Ifitis later
than the required time. the user will be very unhappy. Like in the case of quality, timeliness -
can be measuréd In relation to specific units of output. : S
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4y Availability and Aacembrl:ry is concerned with the dlstance of
information centre to the users, or in terms of a surrogate measure such as time.
the amount of waiting time for a service is an indicator-of service accessibil
" availability and accessibility of the item is another imporiant factor for output.

L

=>4
=t

) Effectiveness Méasures

_These measures relate to the effect of the services on the user’s percepti
amount of use, purpose and consequences of use. It is believed that the degree of ¢
of an information centre/service can be gauged by how much and how frequent

the service/
or example,
ty. Physical

b1, such as,

ffectiveness
ly it is used.

This wounid be reflected in the number ofvmtb madc by the users to the information centre and

by the quantum of doaumenl‘; circulated.

-

o Individwally 5peakmo each service and unit-of use has 15500|ated atmbu
affect the extent of use. These relate io user’s perception of service pertormance.
satisfaction fevel, his perception of importance of services provided. the purpo
they are used, and consequences of their use.. :

iv) , Demain Measures

As the name indicates, domain measures pertain to the environment of th

mentionied earlier, the information centre manage
~ measures. However, knowing about them faci

s that could

';::is expressed
se for which

information
ds. But, as

over domain
g,

ALUATION

7.5 EiCONOMIC CONCEPTS O

~ One may also view evaluatig
which would involve evaluation fsyscem in terms of user satisfaction, as we
of its worth i.e. whether or yggthe Sgvices provided justify the cost.

'.'i_m5,'c<:0no:nic conce r’eieVant in the-evaluation of information syster

* COST - - which refers to thc mput of resources to a 5y‘;tem in terms of monetary
'_umrq ('Sectmn A] ' '
* PERF()RMAN( E-- relates to attr 1butes dlrectly controlled. by thc systei’n such
as, Ren,all. Precision., Speed or Response, etc. (Section-8)
* ‘BENEFITS - - are the é-onsequences of system performance in terms of value
return on investment, effect on the behaviour of user. etc, (Section-C) '
*  VALUE - - indicated by international contacts, opening of new viewpoints, time
and cost saved and hence duplication of effort avoided. The value also depends
_upon reliable and upddtaduess of the output ' '
*

COST— EFFF-(‘"."{-VE.NT.TSS EV_ALUA']']ON - is im'po'ssib]e' W
“knowledge of the performance and cost of the system. It sl
performance can be improved atan acceptable cost, or at no

f mi)rmalmn systems from an economic

poml of view

! as in terms

18 are’

ithout prior
ows whether
costs,can be

reduced without unduly affecting perfornmnce While Iookmg'a't'the cost

effec[wcness quality |s not compromised.
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o LOST- BFT\EH [ EV ALUATION - - 15 a mei:hnd wiich uwo]ves finding a way
of expressing different costs and bene fits in.common monetary terms. For eg,
Ratio of services provided at 101dl cost; Ratio of total services expenduu:e to
users. '

It may be observed that while economic concepts of cost and performarice can be related
to the tnput cost and output quantitics. benef“ts and value can be correlated with the effective
mca%mes mentloncd earher.

7.6 APPLECABELHTY OF EVALUATION MEASURES

Evaluation of lnlormation Systems and Services 1§ not a recent phenomenon, but started
way back in the fifties. While many evaluative studies have been conducted, the field seems
quite hazy as many have made critical observations on the methodologies and technigues
used. Many a pu son have questioned the validity of the various cvaluative measures used in
assessing retrieval effectiveness. As a consequence, new measures have been evolved. Atthe
same time, itmust be mentioned that evaluation measures by themiselves do not always provide
sufficient information. However, reiationships existing between them may be good indicators
tor evaivaiing Information systems and services. In the succeeding sub-sections. the
~ applicability of the vanous \,\«'dILIdtIOll measures to information systems and services is dis-
cussed,

7.6.1 Relevance ! Recall / Precision.

Relevance is considered as one of th
measures and is aiso the mostdebated in in
I0 BE any CUNSENsUs among the expe@n the
iy mast of the evaluarion studies.,
peen reajised that the user’s r

wpportdMcriteria underlying existing performance

ion retrieval research. There does not seem

uestion of relevance of Relevance. inrelation

re was applied to stated requests. But, it has now

» not reflect their information needs: Therefore, the
current view seems to be thi ance should be fudged iy relation to needs rather than

restricting to stated requests. But™hether this would be-possible in an operaiional en\vlromnent
in relation 1o each stated request is a controversial mattet.

On the 0111&:1‘ hand, recail and precision which are relevance-based measures are well
known, commonly accepted and widely applicd in ail evaluation studies. As a'matter of fact.
they are considered as traditional measures. of effectiveness. Between themselves. recall and
precision have been Found to have an inverse relationship with each other. While recali-
precision measurements have dominated in earty evaluation studiés. the main ¢ assumption that
the average user 1s imcrested in retrieving I:m_n amoun of relevant matertals ( producing a
high recail performance), while at the same time rejecting alarge proportion of the extrancous
items (high precision performance) may not ai»\-d}-:, be satisfied (Salton, 1992).

Another point made by Sdlton in 1h|~, context is that recall. in |)E-1I‘t]CU|dI is dppa:cnth
-mLompat]bIe with the Utility - Theoretic approach 1o retrieval. In essence. it means that
retrieval effectiveness is measured by determining the utility to the users of the documents/
mlormatron retrieved in answer to a user query. [t is guiie possible that documents retrieved
may be relevant to a user query, but at the same ume useless. Un'the other hand. if the system
is optimised in some cases, by bringing a single relevant document to the user’s attention., the -
recall value will be quite low. This would mean that from the viewpoint of utility, p|cc:1510n

measure aionc may suff“ce 133
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. evaiuatlon of information retrieval success. This neeessan!y would have 1mphca1

" centre services on the user’s perceptions. On the other hand, domain measures-iny

TI‘IH apart reca!l may be dtfﬁcult to lmptement because it would reqmre the kn
_'of all the relevant docunients in the collection with respect to each query. Thls requ
- __perhaps would be lmpraottcal in the case of large operatlonal systems

Precnsron on the other hand, has been W|dely used asa measure of retneval effec
Ny -successfullly But. in'interactive information retrieval, while precision was nota good

for information retrieval perfonnanoe recall was considered more important in ¢k

- future 1R evaluation and proper mterpretatlon of prewous ﬁndmgs reIated to: p
~(Su, 1992) - L :

-77-'._6.'2 -G_enen%ic Me_asfures T

The genenc measures used for evaluatlon are the i in put cost measures, output Iy
effectiveness measures, and domaln raeasures {(Section 7.4.2). While the first two

- of resources, the ef‘feetlveness measures are those involving the impact of the infi
descriptions of the environment in which the mformatlon centre is placed. .

T

i) Input Cost Measures -

- While it may be possihle to identiﬂf individual ope ati and services, dtff' cuI

'up when one tries to cost the resources expended n ion
example : o o

a) There is the preblem of dlstrlb%sts pertain.in'g- to_'o_\_,__fer_headséon lr

'_-'operattonsfserv:ces _ R . N 'f-_ R
e h) Calcu]atin.g manpo iy Zposes problems asone and the same perso

‘involved in more than one op® and service and it would.not. be possible to
clearly the_am_eunt-o‘f time spent Byhim relat[on 10 each aetmty

owl.edg'e
irement,

Hveness,

CCISIOH .

easures,

prmation
'olve-the'-' B

tles crop

each operatlon and servtce'-. Jor-

dividual: -

1 mély be

c) bmce operatlons are meant pr1 marlly for the generatlon of services, costs 111'\:0 lved -
~on operatlons should appropriately be transferred as associative costs while costing ferviceSL

* This is €asily said than done as one and the same operation, (or operauons) are inpu

s-for the '

“generation of a large number of services-and hence it would be difficult to estimate jhe exact-
: __assoe;atwa cost of each of the services. [n addition, there i is the question of depreetatton.an_d _
3 opportunlty eosts In other words costlng ofoperattons and serwees is not an easy task-as one

would Jike to 1magme

- u) f_O_utput Measures -

These pertaln to the quantlty of output of service and operatlonal functlons and each.

" unit ofoutput has inherent attrlbutes associated with it such as quallty, timeliness, ava

ilability,.

“and- accessibility. While estimating quantity may ot pose serious problerns determining -
- quality-is. problematic as it is difficult to identify and measure ‘quality attributes. for many
services. Further quality measu:es such as relevanee of search outputs or level ot ex

l

cellence

ndicator
e user's . _
Hons' for_' R

types of -
measures are concerned with infofmation centre operations and help to estabhsh the performance ~

esti'mate- b




e

of activities are difficult to determme as a certam degree of subjectivity (of the evaluator)
would be mvoIved In addition, qual ty can only be measured for specific units of output and
not for the output as a whole The samie is true of tlme]mess

While avallablllty is, perhaps measurable in re]atlon to a service as a whole, perceptlon .
of accessrbllily from the user’s viewpoint is difficult to gauge. This has implications in that

the user’s perception will have a direct impact on the amount of use which is an effectiveness
measure, ' ' '

iii) - Effectiveness Measures:

The amount of use - - an effectweness measure - - is influenced largely by the service
attributes such as quality, t:mehness avallablllty and acce‘;mbl]lty i€ the output measures.

While specific values cannot be ass:gned or measured in relation to user’s perceptlons

-of service performance user satisfaction, importance of services, general ratings are possible.
Further, this delves into the realm of subjectivity of the users concerned. Hence, it would be
extremely difficult to evaluate a system in terms of user satisfaction and i in terms of its worth
- - which include the economic concepts, benefits and value. Benefits of services rendered by
a noni-profit making organisations like a library are hard to measure as it involves the
- determination of the degree to which they contribute toWards the attainment of specific
individual goa[s like : ' -

* Usefulness and influence on _usr’S'as and programs
* Increase in revenue and profit ?\

* Improvement of person ormance é.nd 'productiv.i_ty

¥ Increase in indiv@éativity-

Reduction of time a'n& m(.)ney.invested' in acquisition of 'Enﬂ_u.'malion
Cost reduction ﬂ:hrop'gh eI‘imJination | of unnec_éssary -.-research.. eic.

Attainment of social goals like - - improvement of]mmr and working condlllom
withtn a society ; elevatlon of general level of education. etc.

Cost-benefit studies can be used for effectiveness measure sludics.
")  Domain Measures

Domain measures are dn‘hcu}t to control by mdndgc:s and hcnce have- lmmed
appllcabflity n ewluauon of mformanon syatemq and services.

7.7 EVALUATION OF l'\IFORMATlON QYSTEMS & QERVICES

As mentioned inearlier %{.Clmnq ey ’llucltton Oflnimmdllon syslem or service is LSSCINI&]
to identify how eh‘ectwci\» tha, system or service is meeting the ﬂoals and objectives identitied
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at p_lanniﬁg stage. It is-also frecessary to identify the areas or-functions or activitiey are to'be
_ evaluated in order to improve them or to take corrective aclion. The evaluation is not an easy
job as technigues for measurement or evaluation are not developed. Evans suggests that-none
of the current evaluation methods consider totai library performance and it is c;'iticzr% to make
valid evatuation. Therefore. prior to.evaluation. it is necessary to-have discussion of theg purpose,
method of evaluation and reasons for evaluation. It is necessary to keep in mind tha{
zvaluation iechniques or méthods may not be- relevant to all the functions or activities. Thisis
.an ongoing process. e may be essenvial 1o remember that a single measure may not stand the
credibility. More derails regarding the evaluation of information systems and gervices 1s.
“discussed in the following Sections. ' ' I

-,

7.7 Framework for Information Sy_steﬁl / Centre Evaluation

_ This framework involves three dimensions - (a) concerns evalvation of iu_formatioﬁ
© centre service perspective, user perspective. user’s-organisation perspcct'i'i!e: (b) relates fo .
* functions which consist of activities necessary 1o perform functions and resources| necessary
o perform t_'lie activities; and (¢} concerns inputs a_nd'outputs'for'éa’ch function or service and
activity.© o o A '

172 | Evaluation of Information Services

Information Services can be evaluated using the ¢ Wefla/ measures discussed in Section -

7.4. Therefote, keeping the criteria in mind, a a@ eéstions have been suggested in relation’
to the information services by taking examples 8§B@ference Service and Current Awareness

- Service. B o ' : :

a}) Reference Services:

Whenever the term ce Services” is mentioned, different people haye different
interpretations. To some, refer services are of two types - - Short Range Referepce Service
and Long Range Reference Service{Ranganathan). To others, there are four types - -Directional -

questions which requ'i re only aJocation of a particular item, source or service ; Read Reference
* Questions which require a single, factuat and uncomplicated answer from a standafd reference
work : Specific Search Questions which require more information on a subject and are generally
an'swe_red_ from one or-more books, articles, bibliographies or encyclopaedia; Research -
 Questions which require more information on often complicated guestions and which are

-answered from sources containied both within and outside the tibrary.

_ Based on a survey of studies L:ljdd*tﬂk@ll the following questions have beefi su_ggcstéd
(Lancaster 1991} for the evaluation of
~ reference services : '

*  Towhatextent is the potential clientcle aware that refe-rence services are provided.
- * Towhatextent is the library effective as a source of reference information?
X How many and what type of questions does the Reference unit-receive?

*  What proportion of the questions does the staff of servi-ces attempt to answer?
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* What proportion of questions are answered?
* What proportion of all the answers given are complete and coirect?

¥ Whatare the recall, precision and novelty ratios tnregard to the reference services
individualiy and overall?

* “To what extent are the users satisfied with the answers given't
*  What is the response time?
*

‘What is the user effort involved in the context of Refer ence services?

. The above questions (not necessarily in the same order) may be used for evaluating
reference services. It may be necessary at times to sub-divide each question into a number of
sub-questiois 1o get the appropriate responses, R

b)  Current Awareness Services / Current Awareness Bulletin:

Current Awareness Services are devices meant for t gedy announcement of newly
acquired information or documents in which timeli [s the essence. Current Awareness
Bulletin (CAB), a Current Awareness Service, is. ensive service and thercfore a fit
candidate for evaluation. It has to be done gaglodically to ensure that its performanee is
satisfactory.. For this purpose, answers to the f%lg questions have to be sought from the

users/clientele:

A

1) Are you receiving th being i;;sL]e'd from the infor tﬁation c_%:ntre‘? :
i Whiqh CAB do you receive and how frequently c-io yourefer to a s_pe(;iﬂc issue?
iii) Wh.at is the last CAB yo.u have rgférred _.to ?
T iv) Approximat_ely how many issues back waé the last buUetin to which you }efb:Ted?
v How mﬁch time did you spend .using th.'.: bulletin ? |
vij  How many items.did .you .read ? Fbr wﬁat purpose were thf_:y usefui ?
vii)  In what wa_yé was the last CAB-\bene_ﬁciai ?

_vin}  Ifthe CAB was not provided, how would you have iden tified the needed sources?

iX)  What would it have cost you to use the other refe-rence source?




X} Rate your level of satlsfactnon in regard to: Currency of entrleq in tl ¢ CAB

Coverage pegs i RGO IOt HE
. Quality ofreproduetlon o S
) FOI’IT!aI . . . . i i e e _'_”_._'; 4 ?'.'I;;,"-,‘".l,." .'-R-

A T LR AR TR SRS LR )

o Deldyof rebeiptetts V15 47

. .;: Xxi).. - -Whatis your: eplmon regarding the imp\

xii) Any_othe‘r commenfs you wish to 1ﬁake ?

RERTTEE Aty ;'_:-_',-'-:Ei £ - )
Perhaps it would be useful to make a periodic evaluation of the information centre and -
its services, which is tikely 1o provide an opportumty toi thatfagéiieht 16 tal"(e necessary steps

for i 1mpr0\*ement if necessary.

e TR I I F

f "'ree p]an nmg. apprqaches to eva luatlen

a) Plan in great detall before you begm Speelfy each step who would collect the
:nformanon \h:hen where and how 2. Whatr are the: methsds 5F an aiyslé 1o be
adoptéd3+* e

oi t deeide”

. .Adept: the: eM-’i”dd[éef‘-'thé ioa“ - dewatronef%ﬁ:
.. dif warranted: Beé ready'ig

needs.

79 ST]EBSEIN'AN %UATION‘PROGRAMME

PR SN A I T
doREa _,|!3._):”E-=." P

=...._;.I.‘Bne* Y. speakmg, the steps-in /i’ e\/aluatlon programme ares

1} Defining the pur pove and scope ‘ofievatiation’ entalls e’ preparatlon to assess the

o capabrllt;es and weaknesses of the system / service / product, (recordmg cfvera[l
. performance, coverage:and processing, ot (reéponseﬂme ‘Quiality, coét-efﬁ*ctweness
~eost-bengfi t, ete) -

it} | DESIGNING THEEVA LUATION PROGRAMME lnve]ves the prepara-trcn of aplan
of action (Data identifi ication, Data collegtion pmeedures Analytwal me‘thods to be

" used and’ mterpretatlon of results) )
i

ol pavr s

i)  EXECUTION OF THE EVALUATION PROGRAMME involves actual co Iectien_of
data based on the de51gn f'na]:sed in the earller step SRHRITR S To N R

iv) ‘ANALYSIS AND INTERPRETAT 1ON OF RESUL,TS involves the application ofithe
evaluation measures; identifi catlen of the charactenstlcs of the system - -its strtm g points
- -, and preparation of the report by the evaluator with recommendattom on the steps to
be taken for improving performance :




V) T IMPEEMENTATION OF RECOMMENDATIONS by, madifying .the: system ;
(Lancaster} : Rt ER RO S st _

T.40; LETUSSUMf U

RN U

P G

I E R e vt e

Evaluation of information systerns and s_c;'yf;icgs,._iss.a{nec,essjty?jﬁ theyhave to fiinction

ctficiently and effetively ds mrsia on providers. However., they should be done on a
continual basis as those done once in a wa%/ may solve j_!]iI!H(_?dil.:,atgt-pIT_le(:;IHg_)\'\iiﬂ'l littlé or no
_ s e © Amimediate . prob

3 i

impactinithg long:eaiipe’ 'Biit,“fof'eValtiation. méasures of criteria are needgd.i Fhese, however,
by themselves do not always provide sufficient information for operationz| decision-making,
designing, planning and $0 on. For exaniple. berwg aware of or knowing ithe-imput dosts or
output quantities would'ot"8e"4s méaningtui as ‘considering themn together i.e. cost per
transaction or number of ransactions per mput cost. Hence, it would be worthwhile w identify
fela'tionships among measures which, in their turn, would be good indieatory foriévalating i
Information systems. For example : relating of output to use will be effectiveness indicator;
and relating use or potentiai use to domain will be impact Indicators;; woiinoist

To conclude, evaluation is a form of inquiry wherg the end produgt sis-information.
While information is power, evaluation is powerful, '
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7 12 MODEL EXAMINATION QUESTIONS

4

| ESSAY QUESTIONS

1

2)
3
-
SHClRT 'NOTES
oy
.b) .':
Ly
._d)_'..-.

a C)_

Defi nethe terms- ‘Evaluatnon Performance Measure Effectweness
N the need for evaiuatlon of 1nformalmn systems and serwces '

: What are the’ crlterla that can be used for evaluatlon studles ? Brleﬂy g

_.D:scuss the appllcab:llty of evaluatlon measures to mformatlon S
- services. : :

_ De-scribe a framework for information cenire.evaluation, -

Evaiuatmn measures .

'_ 'Cost-'Bclieﬁt evalu'ation o

Precision L 0 -
- Relevance - ?5

Recall RN O

Q}Q* -

and discuss’

ive details.

ystem's and .




UNIT-8: MANAGEMENT INFORMATION
.~ SYSTEMS (MIS),--

Strilct'u_re

L8O ‘Aims and Objectives
- 8.1 lntroduct!on : .
82 MIS- Def‘mtlon E]ements and Functnons
- 8.2.1 Def’nltlon . :
83.2 Elements
: 8.3.33 : 'Funetions

. 83 Why Should Managers Know about MIS 9
8.4 - Characteristics of MIS :
S 8.5 Planning and Designing of MIS o
851 . Planning
' _8.5.2 ,' Desugmng -

. 86 'Physu:al Components ofMIS I ~
- . 86.1  Database =~ . S 0 |
872 Hardware .
" 863 Software e ' _
' 8.6.4 " Procedures - - . 4
S _8.6.-5 Personnel o ?& :
8T ProbiemqofMls S Q~ o
' 88 MIS vis-g-vis Other Syst v D
-~ 881  Data Processm%}ms and MIS .
382 Informatlon Resotlfce Management and MlS
_8.8.3_ ~ Decision Support. System and MIS

8.9. Reasons for MlS not being Eﬁ‘ectlve
8. 10 Application of MIS to various. Orgamsauon
8.10.1  Service Sector -
8. !0.2. MIS for LIS

8.11 Let Uq Sum- Up c
'8.12 References and Recomm ended Books
8.13 Assignments :
8.14 Model Exammatlon Questrons

8.0 AIMS AND OBJECTIVES

ln this unit we dlseuss the concept of management 1nformat:on system (.nd its relevance
+ inthe management of library and mformatlon services. : '
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.. After studying. this-unit-you-will-be- able o~

. explain the concept o Managg ind 1ts clements,

functions and characteristics if‘_

) ”Imexplajln the 1leed and functlons of MIS
. dcscribe the dcsigning on MIS

) applv MIS for L&I Service Orgamsathn Honr ban i

8.1 INTRODUCTION _

Each and every one of us rc,qmrc a widc variety of. 1nf0rm1t10n n ordcr to carry out our
daily operations. We all spend a large part of- ourworking. as avell- ‘agporsonal: tinie op Eolleées

- mg, searching for and absorbing mformatlon Thus ali of us mcmag. mfommtmnl’whethur
know ingly or unknowingly. ; ‘

: :f'n‘l*n 3
Information processing is a major societal acnwt‘ lnforma,tmn piays&a crugi I’O]L n
our personal lives as well as in the working of organisations. Various btudlc,s conducfj d i the -
“enrly 70s showed that nearly 80 percent of a typical uxccut;vcs trme rlS spcgt 10, the, processings
and. communication of information. The sources from whe I collccted- And the

_format in which information is stored are also widelv valNed. ‘éatlon a meber of

people not ‘only need a wide variety of informatiopesagt they also g,enc te';nfmmatlpﬂ For

achieving of efficiency and effectiveness in th lonal units ag’s eﬂll gs i thc entire

orgamisation cfficient. management of information™essential How‘war }“‘nnnagtme;nt of

multifaceted and massive information” in an

\ nsation, be it an’ mdlfsti'\ busmuss firm,
suwca mdustrv hku hbran and informpatipn s ’1ce i not an easy job.

21 wrnsln

Thc emergence of computggs and\he rapid developments: i ifbmiarion: tcclii‘mlogy

has given a new orientation fi nation- proggssing. and: disseminaficis This léd to the
emergence of industries which ma i 1ufqniuat1§on Tather than-physical: prodiiets and driices,
Under ﬂlLbC circumstances (MIS)’ M'magum,gu [[gf m;pt}op}Syng:ms’ eoneepiChas efidrsed.

8.2 MANAGEMENT INFORMATION, SYSTEM, ,cmsyww
DEFINITION, ELEMENTS ANDnENGTP’N

'8 2 1 Deﬁmtlons

There is not consensus on the defi nltlon of thc term “MIS”,

K T
| i L3P g
of thie familiar definitions of MIS. [t - may help vou -J;m}wf&dt:rstﬁﬂdh‘rg WhASAR M uans as, ..
well as its usn,ﬂlln(,ss in the managumm of mformation. sl L
agl faglh "1":iinz'lf=‘;f‘-_.; dlshodd BLE

Accordmg to Lucy ‘MIS is a systcm to control data from uﬂ;gmfllqzmd w{efnalsourcey“‘“:“’
_ into- mfermahon*&nd o™ con’mlunlcatc, ‘that | 111form"1t10n

all levels in all functions to enahle. them to-meake- tnnéiv 'and (,fﬁ.ctwc demsmns for p!a'nnmg

directing and controlling the ElCtIVll'lLS for .Wh,‘_?rl,‘a they arc, rcsponsglpie Py J};hs,mmhamsWaS on
the useof nnfox‘ma’ﬂmli A hEP RAW onna't:ipr )[q pc,d,g,f P
- ‘*‘1(”' 18]y RN ‘:"" )

Fley jpras LG R sild
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- Sein considered MIS as “an mt{,grated system for provldmg information to support the
~ planping, control, and operations ofap, orgamsanon 1It:aids dperations ymanagenisnt and dCClSlOl’l
fat

_ng by pr ,Idmg_,past present and Hiture.oriented - infohmatioh: “aboiit mtemhl operauohs
an xt nal intelig rovides. mfonnatlon n _,Tclmclyufashlon bt

_ v “MIS is tha cambmatmn of: humaﬂ an.d computer;basedfreso
b the collectlon storagc rﬁ;ne val communication:and 1 usage of datafor the PUFPOS _
MANAgEMEnt of operations and for busmcs:; planmng For him means of prodifctisi 1s"0n1y

' secondart,

c[uswely for camputensed»mform&ﬁron systems ThlS systef'n :
_ ¢.wi epts data; storesyprocesses and rétfeves information’
Th' mformat1pn s, selected and . .presented.in.a form suitable: for dedision making: p}ann
and tnomtc}rmg of’ the orgamsatlgm acpwtic;s MIS;may, thus;béis-an iftegratedi iséritachine
 System fof"ﬁfowdmg information on to support operanons management and dec1s10n making
5 in an orgamsatlon_ e i ' ’ !

piE ey et : ' il
T A . i .

1) - Management

We all know that there are dlfferent lev
of demarc ti




These are:

i)  Operational Control : This is the fitst layer on the base laye: w the triangle. This
indicates the processes performed to control. the -_I'product or services produded by the -
company. In the manufacturing sector this refers to the'prooesses that move the product frot

“one assembly point to the next and the actions that take place at gach assembly. point. In the
* context of our Library and Information Services (LIS) this may refer té acquisition, acqessioning,

oatalogmg, classification and shelwng of the books, etc. The tlme frame for these activities 1s -
a day-to-day affalr C

_ i) Managemenr Control : This second layer of management inchides processes or -
* functions that facil.tates the management of the processes delegated to the operational level.
Productlon scheduling in a manufacturing unit is an example of this level whereas in LIS this
 may refer to the schedulmg of operations of various activities mentioned i in the preceding '

level of managemem Th1s level of management generally pIans fora week ora month

111) Strategic Planmng The top layer 1S management 1nvolved in strategl ‘planning
processes. This refers to the decisions as to what to produce now and for which markets and

what to produce for theifuture markets. In our LIS context this may refer to acquisitions -
~  policy; the clnentele for whom the services should be targeted, the type of services to bejprovided,

. the allocation of financial and persomnel resources for diffgrent services, etc. The top level of
-:management generally plans for a longer penods smee to five vears. These three

layers have perfect ooordmatlon and also two way co tion., -

- - 2) Infom.mti_on _' o L . O ' - N J B
| tion on a

~ This is the second element in MIS. N%Ers"ﬁeed a wide variety of informati _
wide range of physical resources, m technology etc: We all know that top mahagement
- rarely observes operations direoﬂy“%mpt to make decisions, prepare plans ard control
© * activities by' using mfonnatio'n %b 1 either from formal or mformai sources. _
Data Is gathered from the ternal sources or ucternal sources Data means oon‘rams
~ facts, events, transactions, etc which have been reoorded They are the raw material from.
whlch mfomnatlon can be produced ' o
.+ Information is the processed data which muist be useful to the recipient: Inf'onn'ttron' :
‘should be relevant, reliable, accurate for the. purpose and complete. Tt should be passible to -
-communicate the information to the right person at the right fime through an ap ropriate
channe] of communication. The information should show the right level of details and should .
“be’ understandable to the user. The information should be based on the homogenepus data. -
Relevant information increases knowledge and reduces uncertainty. The value of mi}ormatlon
- lies in its ability to change the decision behaviour of the: manager. Hence, presently m{Jomlatlon
is considered as a fifth basic resource in the production process. Proper utilisation of this-
resource plays an important role in supporting the organisations objectives. Thus the

management of this valuable resourée has assumed importance. Tlus lead to the emergence of
: the operatlon of Information Resource Management '

__ a The mformatlon requirements of managors varies according to the level of mamgeme'nt.
- Though it is difficult to demarcate precisely the information requirements at each level, their -
functlons at each level helps in speelfymg their, information requlremeuts
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- The information required at management of operational.control is more or less p(ecisé
and structured. The information required at this level is largely iniernally avaiiabie. The
information should provide detailed and accurate data and shouid be current data rather than

historical data.-On the other hand information required fot strategic planning.is collected from
external as well as internal sources on wide variety of subjects. Since they plan for the future
they require historical or old data as well as the information that helps to project the future.
They are not bothered about details but are concerned wnth the aggregates

) The information required at the top level is mostly 'uns’tructured and unpredictable and
also used for planning purposes, therefore stresses the future. It is somewhat different when
compared to the information required at the operational level. The information required by the

“second levei of management, i.e, management controi fal!s somewhat in between the
requ:rements ofthese two levels ofmanagement :

Internal information is the by product of the normal operations of an organisation. [t is
generalty historic or static in nature and may comprise of processed as well as unprocessed
information. External information, you know, is gathered from outside the organisation. Again
this could be processed or unprocessed data. Each level of i ‘management may make use of both
external and internal data. but at each level new data may be added.

3)  Systems S S . 0

As students of library and information systd
for you. So there is no need to go into the detaiis'™®

E terms ‘systems’ is not a new concept
1is term. It is sufficient to state that a

system “is a set of management of things so re Yor connected to form a unity or organisation”.
- An information system is concerned wjghe f&m or “how” something s being accomp!mhed
(it can suggest altérnatives which can Wprove the use of facilities.

Physical sy‘;tem onthe ncﬂ is the pmcess ttse!f and is concerned with the conte:.r,
1 “what™ is going on. :

- A masnagerment mformat:on system comprises both physncal and information systems. .
In order to develop MIS for an organisation just one should know about the physical systems
Or processes that occur with the organisation. Then only it is possible to develop information
systems to support the processes. Information can be gathered from formal as well as informal
“sources. The information system could be formal as well as 1nforma1 MIS suggests a formal
~explicit system.

8.2.3 Funcﬁons of MIS

MIS refers to data that has been organlsed na meanmgful way. !tq purpose is to organise
the data into information and provide relevant information to the different levels of manage-
'ment to achieve the goals of the organisation. Thus the functions of the MIS are strlctly based
on the organisational goals. MIS not only supplies information, but explores alternatives and

provides support to the management. [t also helps in taking decmons without intervention of . .

higher level of management in routme operations




.Y /A) prOvides the basis for the integration of organisational information. Tndividual
applications within nformation systém are developed for and by a number of users. They

-2

need to be integrated, otherwise the individual applications ts incensistent and incompatible.

'An effective MIS shall have the ability to retrieve the data generated as a result of -
transactions or operations and use it for productlon of requlred information for. different

purposcs at different levels

8.3 WI—I‘Y SHOULD MANA‘GERS KNOW ABOUT MIS ?

There 1s.a general view that WhllC M S is dealt by systems specialist or sQme other

g group, then why should the managers know about MIS - its, nature, functions, desu,nmg and

1mp1ementat10n‘? Let us sec the reasons s to why rnamgers should know about MIS.

1y - _MIS is one of the 'ﬁmdamental'tools for prob_lem sol\{ing' and deci_sion making.

2) Managers use MIS to- make their demand dec1510ns affectwe

3) In order io rnake MIS effective the managers have io part1c1pate in the dJ emgn and
use of MIS, ' : :

4)  Only .when he knows and uses IMIS,I will | ager' lae ab_le to "r'echtg.nise'the
flow of data and information in the existing MIS. e can suggest remedies for improving
{ .

the effectiveness of the existing MIS or suggest overhaul of the existing MIS. -

8.4 CHARACTERISTICS OF m‘

Some salient cha_racterlstu:s of WIS are outlined here so that you wail be abis to u%derstand .

_what M[S means,

1. Management Oriented: This is the most SIgmﬁcant characteristic of L'IIS The
system development starts from an appraisal of management needs and overall business
activities. The system is designed from top down. Middle management or ‘operational
management could be the focus of the system. But this initial apphcatlon can be integrated
mto a strategic planning subsystem for the top management

2)  Management Dr'rectea‘: 'Mahagement is not only responsible fof "sett'iJ\g system
specifications but continues to review and pafticipate in the operation of the system. Effective
review activ,"lty is possible with MIS. - S _ ‘ :

3) Integrated. MIS is an 1ntegrated system that blends. 1nf0rmat10n from several
operatlonal areas. . - '

4)  Coruuon Data Fiows Due to integration duphcat,lon in data capture, storage and
dissemination. is avoided. Data is captured once and is utilised for apphcatlon fn related

- functional arcas whenever and wherever it is requlred
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5)  .Sub-systems: When the. 0pLI‘21t]0ﬂS of the orgamsatlons are becoming complc\ a
single centralised system cannot effectively serve the needs of all the managers. Hence different
subsystems are built to serve the different functional areas. Bg. marketing MIS, Financial

6)  Flexibility and Ease of use: Though MIS is planned for present and the future,
- but it may be difficult to satisfy all the future requirements. So the MIS should possess flexibility

to accommodate future needs: The systcm should be simple so that users can use it with
consldt,rable ease. S

7 Database A good database is essentlal for the successful operation of MIS.
Avoidance of duplicate data files and building up a centralised data file which can be accessed
by any system or sub- _system lmprovus the efF c1cncy of MIS

8) - Drsmbuted Data Processing. Geographically separated units can resort to data
processmg mdcpcndcntlw with mt:,rlmkmg or networking fac1]1ty '

Thus MIS makes a wide range of data available to managers. MI.S data’ is usually

avaﬂable in the form of a report or via online rctrieval.

8.5 PLANNING AND DESIGNING 0

 In the early stages of MIS appllcatlom wer ed and implemented as separate entitics.
since the aim was to satisfy a particular us ds‘ Though this has placed heavy demand on
the MIS, did not satisfy the customerg, In Rict it required more resources n terms of data
acquisition as well as computers for g ing. The rising costs of data prbcessing necessitated
resource planning for a shott pejod, s@ for one year. This also could not fully meet the future
requirements of management. ' realised that long range planning for a period of three to
five years is necessary to formt and direct the strategy of MIS to support effectivels the
operations of the organisation. . - ' o : I '

8.5.1 Planning of MIS

While Fonmllatmg, a long range plan for MIS It is necessary to consider the fo[lomng
points :

1y MIS plan must be consistent w1th the corporatc business plan. It is ncccssary to
know the future direction of the opcrat:ons of the orgamsatmn for dev t,lopmsz a meaningful
MIS plan : : :

2y Managemcnt mvolvement and .commitment are essentla[ smce they can specify
their information needs better. In order to obtain their involvement a steering committee could
be formed. All the key users of information services should be included in this comnuttee. The
committee shal! oversee and review M/S plans and devciopments. An advisory group could be
- formed for each of major application subsystem areas. This group should include the key MIS
personnel uwolvcd n ayqtem dwdopmcm




_ Planning MIS is not a onc time operatlon but a continuous process which has to be
'rcvwwed and updated continuousty. Though a specific department is responsible for developing
the AIS plan, this department acts only as a catalyst or agent for sclecting the planning
methodology and to ensure that planning takes place according to that methodoldgy and s
consistent with the corporate guidclines. All the managers of key depariments also have the
. responsibility for providing the direction to the planning of MIS. ' -

. 8.5.2 De:éigning MIS

For designing MIS for an organisation it is necessary to know the following management

traits
1y Management functlons and levels 1 the orgamsatlon The mform"ltlon
'rcqmrcment'; of managers depends on the functlons they pn,rform as well as the level in the

_ hlerarchv

2)  Changes in the environment can bring mgmficant changes in the 1Af0mat10n _
requirements of individual managers.

3 Managenicnt d&::ision_é have difﬁ:rent levels of prédictabil_if}".
4.) _ Mahaéers have d.iffercnt :decision making ap achés and style.s.'
| 5y - Some management decisions are mo@ctumd whereas some avé unstructured.
1) Ap"proache.s to MIS Design _ o | o |
. é) The bf—product approd ere MIS is a by-product of the data p_roceslsing. Alot

" of data is generated in the day-to-day tions of the organisation and this datais used to
cater to the information TCQ‘“%O he managements. Reports produced according to this

-approach zre by-products of th rocessing activities and reflect mostly static requirements.
Often thesc reports are volumindls. Hence their utility for strategic management is limited.
However th.s approach could meet Lhe information reqluremmts of managers at the operational.

~ level. R :

b).  Null Approach: In order to-overcome the by-product approach the null approach
" comes in hand. This approach is adopted. The activities of an orgamisation, especially
undertaken by the top management are dynamic. This approach provides an interactive system
“with user-friendly query and report generation facilities which could meet - the dynamlcally
cha.ngmg requlrements of strategic management, w1th conswlerable gase.

¢) - Key Varz'abfe.Appmach: Certain attrlbutcs are crucial for assessing the

- performance of its operations as well as for taking decisions and planning the range of activities.

For example, the information regarding the availability of alternative products may be important

in marketing a product. The key variable are identified and MZS is designed to provide reports
on the values of these variables. E\ccption report could be generated where the value of 2

variable is reported if it lies outside some predetermined normaj raugc HL«I‘L thc eimphasis is
on prowdmg information selectively. :
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dy  Toewal Study Processes: This approach concentrates on matching the information
requirements of management and the information that could be provided by the existing MIS.
Assessment of mformat:on requirements of an organisation through extensive interviews or
SUrVeys he!ps in identifying the short comings of the current system and lieips in formulating
a plan tor filling up the gap. Our user studies fall under this category. ‘This approach is 1o
doubt comprehonswe but costly besides wilectmg lai ge amounts of data which in turs possess
~ problems i processing it. : :

e} Critical Success Factory: This approach is based on the assumption thar an-
organisation has certain objectives and specific factors are crucial in achicving these objectives.
It defines the subsidiary goals, critical success factors and assumption and analysis the
informartion to find out the criticat information factor which is necessary to measure success in
achieving these. This approach is information otiented rather than data-oriented. It is very
usefui m the designing of systems for the provision ofmim mation coniro} required to monitor
the state of the er 1t[cc11 success factor, B

All the above approaches to the designing of MIS shows some problem or other The
total systems approach 1o design MIS could be very effective in designing an integrated MJS,
In reality MIS tends to evolve overtime and it is too complex, if not difficult, to design a
unifted systém as an initial project.

8.5.3 Guidelines for Effective Design

The following factors may be taken into consi ion TF effective design of MIS (Stoner |
and Freeman) :

a) Users must be included in the d am: .
b}  The money and time costsmithe §ystem must be given weightage;

¢)  Alternatives to inhouse development must be considered;

d}  Relevance and selecgiyity oNinformation must be favoured over the quantlty,

e}  The AMIS should b ted prior 1o installation; and :

H Adequatc teaining andwfitten documentatlon for the operations must be provided. -

Stover and Freeman have lclenuf'ed four stages for des;gnmg a computer -based MIS.
They are

ay  Pr ehmmarv S'm'wv and Probiem Definition Stage: A task foree is to be formed to design
MIS. In this stage the organisation’s capabilittes and strategic goals are assessed. Further
external factors relevant to the organisation’s functions are identified. With this assessment,

definition of information system, the or gamsqtlon needs can be dmded The oblcctwps of
information is determined.

b)  Conceprual Design Stage: 1n this stage specific performance requirements can be
.dcvélopcd These requirements are considered in the context of organisational objectives,
capabilities and needs. At this stage tasks are delegated, information about thc :eqmrementb is .
communicated. : :

¢} Design Stage: The performance specifications of new MIS are stated. A modcl of the
system is created tested, refined and reviewed.
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d)  Implementation Stage: In this stage formal requirements are determined and|the required
equipment. funds. space. etc are provided. Necessary traimng is pro xi to implement the
MIS. Design and Ie’sting of the software for the A5 1s completed.

8 6 PHYSICAL COMPONENTS OF MIS

It was alrmd\’ meitioned Tlnt an M1 S needs a databasu h’u‘dwm soﬁwar procedures
and personnel.

8.6.1 Database

The database is COllSIdLI‘LC[ 1o be the mortar of MIS. Since the objective 8f MIS is to .

transform data into meaningful management information, A strong database is essential for an

“effective MIS. Broadly speaking databasc 1s a collection of data that 15 procussed shared and
used for multlplc purposes. :

Maislagement_ nceds a w_idc variéty of data from internal as well as external sources. The
data generated intemally through transaction processing is voluminous. For strategic planning -
enviropmental data from external sources have to be captured - on a wide varicty of‘parameturs '

" Data collected shall be stored and retrieved wheneveg the management need 1t. Bue data

“collection, maintenance as well as ictrieving costs fence careful planmmg is required
~ asto what goes into the database. Inter departmental Chgggfation is essential in dumdmg what -

to stors in the data base. The accuracy of_dato be ensured so that right decisions are

taken based on this data/information. It is necd to ensure data secrecy as well.

Tnorder to avoid du plicatioﬁ of data%u’rc_ to serve cl_i‘ffercht functions data 1s structured
mdependent of the applications for it 1s*put. Thus each sub-system can utilize the database
to meet its information needs and a uplicaie filos or subsets of database Database serves

as a permanent store for thc@ of transactions. . : |
8.6.2 Hardware - S -

The selection of hardware depends on the volume of database as well as the speed with
which the data has to be uscd: The distributed data processing and multi-user environment
influence the type of hardware to be seleoted. The modern networking concept has brought.
revolution: in mformation communication. But the rapid technological developments in the
ficlds of computers and telécommunications have widened the variety of Lqmpmulnt available

so that each can select thc switabic equipment according 10 the needs. |

Present microcomputers are capablt, of handling large data-at a higher speed They may
be used both for stand alone or netwoerking of the systems. Eg for distributed datd processing
computers with networking facilities may be uscd !

8.6.3 Scoftware - ) ' o _ N . ‘

An effective MIS should have the ability to retrieve data from its database and use it for
the generation of the necessary information for different purposes. The selection of suitabli
software plays an important role in ‘achieving this obtective. Software is a set of computer
 program instructions that derect the operatlons of the hardware. '
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The dd\ ent ofdatabase Managerment sysie:s ”}6 M%) h, s positive mﬂuence ot | x;i‘
The software that creates. maintains and handles access to data i zailed DBMS. The programs
~controlling the database is handled by DBMS software. This pr 1he database from direct
contact with the applications programs which cariy out various. funuions like swock control,
sales iedger updating, payrol] processing etc. It enstires that daza is controlied. consisient and
available. & DREMS defines and organises data, processes dara and rerrieves daia o reauest.

~ DBMS ensures data independence thereby woiding duplication. It offers ﬂexibilitv in
assessing data in different ways for dlﬂ‘erent purposes and helps in obtaining a total view of
‘the organisational :nfmmarlon :

8.6.4 Procedm*es

Procedures for pr ocessing nnd retrleva! of data have 10 be clcar]v presented in the form
of booklets or manuals. These should include instr uu:ons for recording dara, procesqmg and
_ retrieval ofmformatlon ' :

8.6.5 Personnel _ i

The p]annmg and maintenance of MIS is a hlghly SpECIa]]SCd_]Ob The personael wor kmg
in the department have to have both technical skills as well gs managerial competence. The
person at the top of MIS has to build a close rapport with.tl of the system, as well as the
. top management of the organisation 1o ensure the effectiven MJS. Thorough familiari ity
with the organisational objectives is essential to pig maintain a dynamic MIS for the
organisation, The man at the helm of MJS, thus shoul gstrategic skills as well. His position

in the organisation hierarchy also should be hi?’llen only he can command the respect of

the users and implement the MIS effectively.

The personnel working in AMIS siild constantiy interact with the users. Motivation
and training of them is essential ep them up-to-date with the changing informational
requirements and latest technologi elopments in IT. Interchange of personne] within the
MIS and operating areas of the organist tion is considered to help in understanding the problems
in the operational means and the problems in the planning and maintenance of MIS. However
the rotation should not result in dumping the MIS wnh disinterested worl kels They shouid
have an aptitude and lnterest in systems work

n

The following diagram shows the componeﬁts of MIS.

MIS '—"—.Cqmpute Sl S

“People : Data '
: o : Unevaluated facts and
/ ; \ - Hardware " gifrivare figures = -
Technical E ﬁ_ld ' o
Specialists users
- - systems analysts
- programmers

- data entry operators




8.7 PROBLEMS OF MIS

" Since MIS is phnm,d for the future also, it s difficult to f‘o:u:u, aCCllI"ltLI\ what the
sy stem could ’IChILVb Natural]\ it encounters some basic probiuns ‘{0]‘ any. orgamisation it 1s
supporting. '

1) - What should be stored i the corporate databasc? Too much data inceases costs
besides mcruasu*lg the level of r{,dundanC\ as well as delay in access time. On the other hand
too little data may not provide t‘.ﬁLu[l\'L‘ support to thu, mamg,um,nt da,cmons It ig difficult to
identifv the data to be input wto d'lt']b'lbb

2} Change in the rcquircm’ents of repotts - The existing design of MLS|may not be
able to meet the ever changing requirements. in spite of its_flexibility. Therefore. [the form of
- the reports need to be modified and redesigned to cater o changing needs.

3)  Dynamic nature of 0rg1msat10ns and thu cnvironment. in wh[ch thev pperatctalso

influence MIS. It is not always possible to foresee this dynamic situation while degigning MI S

4) Mamgmg the data for multiple service cent g fictioning through geographically
.dlstnbutcd branc]ms 18 chfﬁcu!t ' T . .

8.8 MIS Vis—A-_-Vis OTHER SYS’@

The mformation is organised by varidus urguusatlom for dlf‘ﬁ,u,nt purposis. Based on
© the purpose they have been nan cir scope may differ with MIS. Thusc E\ 'stems are ‘o

examined here,
8.8.1 -Data Proces’sing@@ems and M-IS

A data processing svstem DPS) processes transactions and produces erons to '?.upport

B routine . operatlons MiS s a conccpt 'md orientation to“ ards ‘which-an l]lfOI‘lTlJLthl‘l sysu,m'
design moves rather than an absolute state. MIS also includes transaction prog essing. The
difference beétween MIS and DPS is the capability to provide anal)’srs. plannmgD and decision -

- making support. An MIS q_ricntatiou' provides the uscrs access o d@cision' models and methods .
for querying the database on an ad hoc basis. ' ' ' ' '

'8.8;-2 Information Resource Mﬂnégem_ent and MIS

With the recognition of information as a resource it is realised that it needs to bic présérved.
protected, controtled and planned as the other valuable resources.. Information| 1s no more
considered as a free goods and is a costiy resource, Tnfoﬂnati'on Resou rce Management (FRM)
includes traditional data processing, tclt,conunumcab(mx and office automation. Thc—: concept
of IRM broadws the scopf, of MIS.




_ 8 8 3 De(:lsnon Support Systems (DSS) and MIS

The DS$ assist managers. w1th umque non- rccunmg, strateglc decmons that are -
" relatively unstructured These situations éxist mostly at tactical and strateglc levels: Tlus is

o inota eomprehenswe system, whereas MIS interids to meet the' mformatlon ieeds of differént -

- tothis meffectweness Soine of these are R

levels of management at all times. MIS lays emphams on generation of reports mainly used by -

o 'iower and middle management for solving structured problems. DSS on the other hand fays - o
C emphams on modei bu1ld|ng for solvmg m seml stl uctured and unstructured sutuatlons .

8 8. 4 Executlve Informatlon Systems (EIS) and MIS

The zum of EIS is to assnst the top mauag,emeut to have a qmck feel f0| key issucs '
- without, being overloaded with details.-They should however, have qruck access 1o detail
* whenever requnred EIS focuses attention on: 1dent|fyuw apportunities and pmblem areas This -
system is useful to- make hl},h]v uustruclured dec:lsmns based on mformatmn Trom a wnde_
.F"rauge ot :>0‘Lll‘u:'s - ' : S R

| '8 9 REASONS F OR MIS NOT BEING EFFECTIVE

In splle ofthe best efforts put in p]annmg and desz ning on MIS‘ we ofteu find that the__'
MIS in many organisations is not as efTectwe as it |s mte 'de be. Many factors may contrlbl_lte'

o ..Lec'k of managelueut 'i:ivolve;ﬁ'eut perr with MIS

' "1 Laci\ of appreeia‘tlon on. thL
mformatlon and the polentlal of M{ neet he 1equlrements .

3
./'

t]__1e k_'uowl'edge about 111anagement functions and ile -

R k3! Informatlon spec iac'
. 'objectwes ofthe orgamsatlou L

it of mdndgemem ahmn fhe unpor[dnee OT Sl

4y - Undue concentratlon on transactIOn pmeessm& system. Thls ieaves very I:ttle'-

' scope for pmvndmg strategic 1nf0rmat10n due to the constraints.of tlme as. well as ﬁnauces

8. 10 APPLICATION OF MIS IN LICs

8101 MIS for Lis

lerary and Informatlon Centres are’ serwce orﬂanlsatlon The apphcatlon of MIS to .

these service sectors pose certain problems In thls section you will learn: about the problems
- and prospects of MIS appllcatlon to these org,amsatlous :

I -_ L:h_:'fary and Informatm'“ Ceﬂtres_ 5 RO e

You know that library or information centre is a collection of books,_' periodicals, repoits.,
files, records etc which can be accessed whenever required. With the advent of on-line databases -
the- library.and infor matlon centres (LICs) are also prowdmg:, access to numerous database
"across the globe . . N : : -
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"

. information/documents. The good will of g LIC
~~professional persennel, '

A library system comprises processes that facilitates the flow of necessary inqunnationf '
document whenever it is required.  Now with the entry of information brokers we have
organisation exclusively providing information services on a wide variety of discipfines.

1 Libran'y Assets

\'Imagemem of llbmru,b and mfox mation centres with a hrg,c multi-type metropolitan
“system is a complex job. The assets of the library consists of both tangible as well as intangible
assets. The _l[brar_\- premises, stock, installed hardware, ete are the fixed tangible assets of
LICs. Knowledgeability and professional skills of library personnel are current intangible
assets which directly influences the level of use and customer satisfaction. Specialist databases
created. publications, reports, etc are its current tangible assets. The managers of L1Cs have to
‘manage a w1dc variety of assets, viz.

1) Stock The nat'urc_ and ICO\»'crag'e___df a librany’s everyday’s stock is important in
improving its utilisation. If the major part of the stock is old and outdated it camlot attract
usérs. Updating the stock as well as its proper maintenance like classification, shelving are
important i attr_acting the clients : ' ' '

. .

2y Property: The building, furniture and its upkeep plays an lmportant role in its

tmage building as well as in attracting new clients.

3)  Professional skills: The competencea
major role in the organisation of is services by

profCssional skills of the LIT plays a
ing easy accessibility to the available
ends mostly on the competehee of its

hasis 1s on the availability of data the raw material

4y Databagye: Nowadays t _
¢ of databasc assumes impoertance. The management

for informatton. The quality ang
of this 15 1ot an easy job.

3) Informaimn Technology - Information Systems hase: In the prusehL state of
information explosion the cmphasis is on the timcly availability of relevant arid precisc
information,. This naturally calls for the use of modem equipment hke computers, photo

- copiers, micrographic equipment ete. Networking facilities with national and mt: mationak

databases has assumed greater importance.

6 Heritage iems Mavagement of unique, difficult:to repllcate items forms an '

important activity of 111anagumnt of L&ICs. Eg. Turn-of-the-century photographs, diaries
and letters of famous micn and women, rare monographs, special collections like pelitical
pamphlets, emblems, newspaper collections, theme materials like theatre, history, biography,
bibliography, mterviews, memorabilia. The rarity or scarcity factor provides attraction to the
uSers. ' ‘

7 Multi-media : information products like microfiche, computer discs. records. etc.
Thus the managing the multifaced asscts and providing multipurpose Scrvi‘ccs 10 -the
clients necessitates the planning and designing a management information system for the

. management of library and information centres.
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IIT) Requisite of Library and Information Centres for MIS
Library and informatioﬁ centres should provide

1) Facilities for handting ad hoc enquiries. 1t should provide access to borrowers
records so that it is possible to know the details of the item on loan.

2) Facilities for standard report gener.ation :

a) Circulation statistics giving the details by item. by category, by subject. by
borrower, etc.

b) Stock Statistics : information on items currently overdue notices, items on
hold, items on circulation. item-activity report.

¢) Borrowers - When have they last used the services, no. of items reserved, .
verdues, etc.; patron activity reports. memberships cancelled or lapsed, new
borrowers cte. Facilities for offering analysis of data will heip in analysing
the trends and establishing relationships,

3) Management information modules for creatioMQf ad hoc and user defined reports.

-

[lo®wfion of funds on different services
ytext of scarce funding.

4) Financial and budgetary control systel
needs special attention especially in §

IV}  MIS Modules for Library and Inf: jon Centres

In the management of Libr gral transactions takes place. This results in the
generation of various modules i ’

Some of these modules are,

Stock (books, periodicals etc) acquisitioning;
Human resources; '

Membership;
"Plant and Equipment;

Performance;

Inventory:

Services:

Extema]' and Internal environment. .

The MIS must be able to provide information that assists in evaluation of performance
motw*1t|on among the staff, informatton regarding the activities.




The following diagram shows sample type of information requiredisu_ppliéd-throug]f
MiIS: ' ' ' -

New Members
1. Membership EWithdrawalstancellations
e Current Membership

The above information is available both current and period-wise.

-Additions
: - Deletions
2. Stock — On loan
' Average cost of the book-
Average age of the book
Mutilated and Weeded - - ‘

Again this information is available period-wise and type of collection-wise.

"—Cmﬂmitted ' . o ‘
' » Actual : - Openiing costs .
Expenditure ——t Salaries
3. Finances . Exchange Rate For materiaQ
Receivable o O .
— Qualifications Y ' ‘
. — Skills : rofssional skills .
4, Human — Leaves Personal interest ‘
Resour:es — Salary :
' — Performan ppraisal -

. Personal detatls
| Positions vacant
- Recruitment plans ' : : o

[ Awards/Punishment, etc, - ' ' ‘

Coordination & Control

: . Policies-

5 Internal - }— DM Groups
Environ- © - f—— Reward system
ment - - b Tiocedural Manuals

Fig-2: Bibliographic Organisation Scheme
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With the data input variety of information can be generated and supplied to help 1n
taking better and faster decisions. Expecially m the context of computer-based MIS, the
information which is very difficult through manual methods can be gencrated and supplied to
the managers for effective management. Unfortunately, MIS has not been prominent 1n LICs.
Because the.main focus of the LICs so far has been on controlling the transactions fike book
ordering, circulation control, etc. The demand for the hibrary and information services of late
is increasing whereas the resources available providing these services are limited. In fact the
- yecognition of information as a resource has put pressure on the managers of LICs inn meeting
the demand. Hence the need to have an MIS in this field has been increasingly felt.

" 8.11 LET US SUM UP

Management information is an integrated system which provides support for management
activity, operational control and decision making. The structure of M/S is based on the functions
of the organisation which use information, The information requirements of the management
depends on the levels of management. Broadly three levels of management are identified. The
managers at the first level deal with operational control. The information requirements are
mostly met from the internal sources. They require detailed data on the operations and their,
requirements. Top management who deal with strategic planning. They need a wide vartety
of information, mostly drawn from extemal and internal sources and the frequency of use of
information is quite low. they need aggregate information Magher than details. In between hes
the second level of management whose job i1s m-ahag@coﬁtrol and then information -

requircments also lie m between.

Generally MIS 15 an integraiion of suk Vstth\fing the functional needs of various
departments in the orgamsation. The physi mponents of MIS are hardware, software,
database procedurcs and personnel. / Jarging must be consistent with the objectives of .
the organisation which it is to serve. ning is a continuous operation. In the for service
sector MIS has to take into consj he special foatures of the service organisation. MIS
for library and imformation c¢ elps in improving the efficiency of its services to the
clientele within the parameters of Whysical and financial resources. '
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8.13 ASSIGNMENT _ B - R
| |

1) Outline thc different levels of management and their information rt:quircmcnt's.

2)  Prepare a model MIS for your Library/ Information Centre.

1‘8.14 MODEL EXAMINATION QUESTIONS \ _
I ESSAY QYESTI()NS | | _ ‘

13 What are the Jevels of rnanaguncnt ? Wl type of infor-mation do they need at
each level ? : b ' :

2y - What arc the approaches for dt,31 2. MIS i

3y What. steps are invotved in ?&mg MIS? Dlscuss in detail.
librai

4y s there a need for M

L SHORTNOTES @

a) Elements of MIS -

and information ccntrc,s? If so, Why ?

' b) Characteristics of MIS

¢)  Information Resource Managcment
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BLOCK-III: MANAGEMENT OF lNFORMATION
AND FINANCIAL RESOURCES |

In Bioc,k Il w5t have been introduced to the Systems Study. The present block focuses
on the manageméht(nf documentary and financial resources and also deals with costing and
marketing of information services. There are four units in (his biock.

Unit-9 deals with Coliection Development. Collection development is an important
process in the libraries wherein 2 variety of materials are brought in to meet the demands of
the users. The collection development plays a vital role in systematic and healthy growth of
librarics. Therefore, you should know how to frame a collcetion development policy, various
methods of collection devclopment and the methods of mamtenam.e especially non-book
materials in {ibraries. -

Unit-10 de’tls with the Budgeting Process and Methods Budgeting is an act of balancing
anticipated receipts and plarmed expenditure for a defined fiscal period(s). The unit covers
various steps involved in formulation of a budget, budget preparation, budgeting technigues,
elc. : :

Unit-11 discusses about Costing and its épplicat tofLICs. The LICs now-a-days
recognised the need for the scientific management rces and are adopting the technigues

such cost analysis, cost-benefit analysis. cost-effed halysis, etc. Cost analysis also helps

as a planning tool for budget preparation. o
tegEs with réference to library and information

products and services, Information ha sognised as a resource and a commodity by the
consumers. Marketing in librarymgd infdrmation field is user oriented rather than product
oriented. The users of LICs are | neous in nature and their needs are varied. Therefore,
the marketing strategy in this fietd rdflires proper analysis of the needs and demands of users.

Unit-12 examiines the marketing







"S-UNIT 9 COLLECTION DEVELOPMENT
AND MANAGEMENT

e Structure '

9.0 ¢ Aims and Objectwes '
A Rntroductlon Ce
o 9.1.1.  What ls?’ohcy LT T
L9120 Loileehon Development Pollcy R

9.2 Objectwes of Pohey Doeument
93 Seleotion : =

" 94 ACQulsmon S | _— _. o -. L S o
'94.1 - Types ofAc€[u151tlon ST T e
- 94 .2.." Methods ofl’urohasmg T o

9.5+ Types ofdoeumemx L
"~ 951 Books st — - S
S 95, 2z JournalsfSerlahfPenocilca]s S e T e
953 Non book materlal o SR L ' o '

9.6 Mamtenance
- 9.7 Conservatlon

9.8 _Weed[|1mW|ihdrawalofdocuments
981  Need :
. 982 Criteria
© 9.83 Material
984 Barers .
-9.8.5 . Disposal ~

.99  Let US-_SUm-_Up o % L e
9.0 Glossary - 0 S
9.11 References = S
912 Assignment = - S e
© 9.13° Recommended Books R
- 9.14 Model Examination Questions.

9.0 AIMS"AND OBJECTIVES

Thls unit a:ms fo explam the eo[leot:on development and mandgement of vanous -
types ofdocuments in the l:braries hnformatlon centres _ :

Aﬂer studymg thls unit, you \wll be able to - ] L '
o ‘_: desorlbe the collection development pollcy ' '
_ . dlfferentlate between Selectlon and Acqvusltmn

. . descrlbe the varlous types ofdoeumente and’ thelr ‘;elect[on and deqursmon -

e explam various methods of collection malntenance .

L acquamt wrth the procedure of conservation and weedmg ofducuments
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9.1 INTRODUCTION

. ~ The: main purpose of library is to provide documents/inforration servic%s to the
clientele either on demand or in_anticipation. In other words, the library should be ina
position to fulfil the needs of the users in providing the right information to- the right reader
at the right time in a right way.  For- this purpose, the library should build-up appropriate
collection which ensures information to satisfy the intellectual requirements of thelusers to

- the maximuin/possible extent. Without the proper collection development it is not possible

“for any library to provide the required services. The image and strength of the library .

depends upon its collection. 1t indicates the growth and development of the library. .

. The collection development is an important process in the library wherein jarjety of
‘materials are- brought together to. meet the -demands of the different types of users. The

collection development plays a vital role in systematic and healthy growth of library. There-
fore, it needs a dynamic and sound policy in this regard. - o

x 9.1.1 Whatisa P{o’lic,y-‘-"

Before going to collection development policy it would be appropriate to know what
isa policy? Policies provide guidelines for decision/actionhat help the institution to achieve
its objectives. No-organisation can have a policy tq co each and every decision or contin-

geney, but it i essential for its policies to inyplg alMhajor areas of concern. These
policies differ . from institution to institution- sin @ of them has different requirements

and priorities.

_ Though policy, guid.eline
difference betweenthem. - = -

prog dures are used- to mean the same, there isa

UNESCO Han_dbook@s the policy as a statement or general principle of intent,

that helps ranslate programme 0 Eotives into ‘accomplishments by providing administrative

. guidelines - for decision making and implementation... ' o o
.- Anobjective is a desirable future condition which - requires a- course o actionto

achieve. It is a description of what. you intend to accomplish. R o

A procedure is-quité different-from a policy which documents the best way to executex .

-~ a specific activity or duty. Policies work as guides whereas the procedures are step by step .
details of execution. Procedures t6ll how best to do a certain task; they leave little room for
individual judgement. e ' '

‘Policies should be formulated in such _é'way that they are generaliy appticéble and
flexible to nreet a number of contine.ncies and should clearly indicate the intent pf the sys- . -
tem. Once it is stated, they fusther assist in planning. the long-range manageant.

_ The policies have value ina number. of ways — they standardize activities, facilitate
decision-making, minimise confusion, co-ordinate the actions of various units, |and helps
_ in improving operational efficiency. Therefore,a policy statement should be able|to provide




absolute picture, that it is not misunderstood and misinterpreted. It should be periodi-
cally reviewed and updated to suit to the changing needs and objectives of the organisation.

2.1.2 Collectiﬁn Devélopmént-]’olicy

After understanding the policy and its imporiance, now vou shouid know about
collection development policy. o )

The man aim of collection development function is to cnsure the availability - of
- material required by the library users in their research and reading and to fulfill the
programmes of host organisation. The various factors affecting the collection develop-
ment in a library arg: purpose and objectives of the library clientele to be served, present
collection, availability of financial, human and information resources, current demand and -
use of information. possibilities of resource sharing, alternatives to purchases, etc. There:
fore, 1t is cssennial 10 formulate a good collection development policv for every Itbrary keep-
ing m view al] these factors and future needs. - '

Once the policies are explicitly formulated they must be putin a documentary form
for providing guidance and consistent implementation. It acts just like a “Manual’® for a
software package. It tells the nature and scope of the collection, scts prieritics, calls for
commitment to organisation goals. eliminates personal bigses of selector, helps to maintain
consisténcy. aids in resolving complaints, weeding anf\gvalWation of collection and collec-
tion development programme and serves as a public rclaths and accountability tool, and
mproves the quality of collection dc\-’CiO_!J!.ﬂC_l_’l

A successful cotlection deveiopmen al should also state the users to be sorved,
parameters of library’s holdings, budgget all&ation, limitations  governing  the selection,
priorities, subjects and formats cove gagluation of supplicrs, languages and geographi-
cal areas to be covered, ways of dealif ' o

with ex-changes, gifts. weeding, etc.

In this regard ALA ha sady prepared © Guidelines for collection Development
* which can be used as model for prepartng the colicetion development policy manual by
mdividual libraries. ' : '

Keeping in view all these factors and mmplications the collection development in
a hibrary consists of the following elements. '

]j The objectives

2)  Selection policy

3)  Acquisition .policy

4} Types of documents to be acqui.rcd and maintained
5y Conservation of material

6)  Weeding/Withdrawal of material




9,2 THE OBJECTIVES OF A POLICY DOCUMENT
‘This varies from library to library since the different types of librér}ics have
different objectives, users, uset needs and priorities.

The objective of a public library is to educate and raise the' cultural and inﬁellcctual
level of the public and hence the coltection development -must be made on'a fanrdly ‘compre-
henstve basis for providing mformation, recreation, inspiration and knowledge as well as
suidance in daily life and in co-operative existence. ' o

The objective of Academic Library is to help faculty, research scholars an | student
community to attain high academic distinctions through their study and research apd hence
the collection development should be made to cover the programmes of teaching and' research '
in various fields of learning.

The objective of special hibrary is to fulfill the programmes of the parent organisation
which are mostly mvolved i Rescarch. ‘Development . and Training activities and hence.
the collection development should be made to suit and meet the requirements of the activi-
tics of the clientele. ' L

The policy document should clearly describe @:Cﬁves of the col_lc'ctiion'dcvel-
opment based on institutional ‘objectives. : (a\

9.3 SELECTION POLICY R |

|uscr57 the
|rial_s nto

ives of the library and requirements of
v starts selection and acquisition of mate

o After having known the
process of collection developmenf acts '
the library. ' :

“he collection development activity in the fibrary involves two main activitics Le.
selection a1 acquisition. Selection is the act of choosing the documents to be acquired for the
library and acquisition refers to the procedure followed to obtain them. These two operations
are to be carefulli- designed and followed n order to develop a-healthy collection to fulfil the
needs of users in terms of qualitative and guantitative mcasures. The selection of documents”
i an inteliectual operation and ‘the acquisition 15 a routine clerical job reguinmg methodical
approach and procedures to be followed to acquire the documents. It means, normally the
selection policy provides  informatien useful’ to decide the items to be purchased and. the-
- acquisition policy will cover the issycs related to acquiring the-books and other material
such as types and methods of acquisition which includes purchases, gifts, cooperation;
payments, etc. Therefore. the policy guidelines should dealwith the various aspects pertaining
to selection and acquisition. ' '

* Fach type of library should formulatc a definite book selection policy consistent with -
its pre-determined objectives of the library. The efficiency of the sclection policy will help

the library in its collection building with appropriate material. The document| sclection
They arc:

activity should keep in view the basic issucs involved in collection development.
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Selection of Material: 1t involves the nature, form.. level and variety of materials
1o be selected which may include books, periodicals and non-book material.

Selection Authority: It pertains to the actval performance of sclection material. -
It involves the selector with whom ~ the authority is wvested to select the
documents. It may be fibrarian assisted by the library staff, or-book selection
committee, or the members of the faculty, or by a combination of two or morc of .
them - this dlffcrs from librarv to library.

Selection crccordmg to Us*er Needs: It involves the user requirements  to’ fulfil
their current, retrospective and future intercsts and preferences. This can be
explored through personal contacts. community surveys, analysis and - inter-
pretation of library records, and assessed in terms of value, volume and
' varicty,' ' ' '

Coverage of "Material: 1t involves various factors like subject coverage, . Jan-
guage coverage, period coverage and area coverage of documents to be pro-
cured.

The book selection principics such as th(, right book to the right reader at the right
time’ (Drury), " The best book to the largest number of readers at the least cost (Dewey),
Book selection determined by demand to ‘maximise serviges Nc Colvin), cte. may serve as
optimustic or idealistic objectives for coltection developmwg, MBut achieving these objectives
is not an easy task. There arc many practical ppd®s it document  sclection work like

© ascertatning user needs, lack of elearly dcfmcd'bo s of areas of interest, lack of clear
and consistent policy of collection developm lack of priorities in collection development,
the heterogeneous nature of literature scatter. '

btatcmt,m: of above issucs (NG poticy document will ‘help in right selection of
documents. ' . '

9.4 ACQUISITION

- . Once the items are selected and decision has been takul to purchase, the work of
“acquisition commences with the preparation of order; sclection of vendor, the recording of
“the receipt of the item, and payment. The baSIC acqumtlon routines is aimost the same in
any library with certam variations.

' Aoqufsition ‘means acquiring of reading matcrials or documents. Document acqui-
- sition is the most fundamental activity n pursuit of the objective of collection development
in any library The objective of document acquisition is to optimise and justify the expenditure
to acquire the relevant and potentially useful documents with the least possible delay. The
major problems of document acquisition are centered around problems of budgut space,,
a.pproprlateness and availability of sclection tools. :

A successful librarizm has to trade-off among all thesc problems and objcctives
since 1 15 an inter-disciplinary arca of work within librarianship as he has to perform the
para-professional and non-professional activitics also in addition to his profossional activi-
ties. In order to make cconomical, efficient and cffective collection development he has to
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'play the role of purchase off" icer, accounts off cer and to have knowledge and profi crency in"
accounting, budgeting, book-publishing, etc. Document acqms]tlon work is essentially a
-busmess operation and i is sﬁbjected to busmess prmcnples norms and str. sgent i nanclal audlt _

Therefore the acqmsmon pohcy should clearly spell -out the acqms!tson procedures
1o be followed including the types “of. acquisition and methods .of purchases 1t should also

have clear guidelines for soliciting and accepting the donatlons;’gltts as well as procedures -
for exchanges The. d:scount pohcy also needs to be stated =

.' ._9 4 1 Types of Acqmsrtlon

Acqulsmon procedures rcquwe a carefu] plannmg of procunng the documents There
- are two main typcs of acqulsmon of documents. S :

N .Purchased a_cquisi-ti‘dn, and ii) free acquiei_tion. _
' 1) Purchased Acqmsltlon.
_ There are several ways of purchasmg documcnts in the hhrartes They can be ob-_ :

“tained du‘ectly from the author pubh‘;her or pr:nter or mdlrectly through a book dealer or
" agent. : :

" Another method of purchasing documents is.’ Y ed acquisition’ or ‘Co-operatwe .
.acqursttlon “In this method, a number of librari n into an acquisition network and share -
the procurement of documents by each partl pashg ]tbrary The : sharing will avoid .

"~ duplication of documents and reduces 'the 1cm] burden.on mdmdual libraries. The shar- ~ '

ing can be done_systematically by the libralfes wherein each unit can procure the documents
def'ned by Hanguage or subject or} @ 0 orlgln or. cost '

iy Free Acqunsntlon. : @

There are severai typcs of free acqmsrtlon ofdocuments it thc ltbrarleq Some ofthcm -

e
o i') ' E‘xchangc ' a
if) Donations/Gifts
: 1|1) Legal Dep051t '

_ Exchange is sendlng of documents from one llbrary 10 anothcr llbrary and vice~versa.
This method necessitates something to be exchanged i.¢. the books which are duplicates; or

serving no purpose,or spare collections, or the documents produced by, the organisations. It -

possible to exchange all kinds of materlals mcludtnfr restrlcted laterature ‘The exchange. i is
based on ltem and not on cost. . '

Donat[onstlfts are’ also an lmportant form of col]ection clevelopment in the librar- '-

“ies. Many libraries in the world ]1ave grown wuth the g:fts;’donatlonb These donatlons may'
bc ofvar:ous forms ' .




Bequests of private collections or ETOUpS

* _Spontaueoﬁs donations from individirals )
o chu[ar @ifts by embassies. government agcncieé_ / departinent_s_. commercial -
bodics, etc. ' :
*  Author’s copies (p'rcpr.ints or reprits of the documents)
P Requested donations (Press. bopje_s .0':_‘ review copies) |
Y chai deposit 1s anéthcr form of donation/gift. In this method, tile producers of

‘documents i.c. manufacturers, printers. and publishers are required to send 6r deposit a fixed

“number . of copies i the prescribed libraries. by virtue of an act or order of the government.
Usually. the National libraries or certain’ authorised libraries will receive such décuments.
The beneficiaries of legal deposit will posses all the printed documents in the country. Some
times, this obligation is not respected due to non implementation of law strictly. It is scrupu-
lousty followed in the case of patents, whercin the inventors will oblige to deposit officially
with the recognised agencies, ' ’ C

9.4.2 Methods of Purchasing

various methods followed within the purchasc mode ofdoculpents. They are:

* Quotation / tender method O
** Appointing approved vendors -t

*

The major portion of acquisitions in the !ibraq@s apon purchases. Thereare

Books / documents on approval

* Dealcr Library Plan (DLP) E : |
X Purchase of spccific items agmpst specific-orders,

* Sta.t_iding Orders.
Membership purchases

* Subscriptions

i) Quotation Method:

In this method the quotations are invited for the supply of documents asking the rates -

of books, rates of conversion ( in the case of forcign documents), percentage of fibrary dis-

count.” The quotations received are tabulated and got approved by the competent authority to _

acquire them.

i} Appointing Approved Vendors:

-In this method, the library will assess the vendor's suitability, in respect of supply,
" time-bound supply, honesty and previous exporience, business reputation, turnover for the
past few years, discount allowed, cte. and such firms (may be publishers, wholesale dealers,
book sellers) will be selected and approved for a specified period for the supply of docu-
ments. - S S ' :




i) 'Booldl)o'cuments on-Approval ba'sis::"

Publlshers or book sullcrs send the books to the hbrary for evaluatlon ,physical

< verification and selectlon on approval basis.
user 8 needs The llbrary w111 select and acqum them

o _'w) Dealer lerary Plan (DLP)

_ ‘Undér this plan an agrecmcnt will bn, reached between thc llbrarv and th
'._'to the effect that the publisher should send their pubhcatlons to the library.as and

If thev _are rclcvant useful and

satisfy ‘the

K

¢ publisher "

are publlshcd The - library- can scleot of rqu:t thcm This plan will contmuc until the. .~

L .agreement IS rcvoked

'v) Standmg Order° |

The Librarv car a]so place standmg order w1th thc pubhsh:,r Under this

pﬁbhsher will send specified publlcatlons to. the library as and when publishéd and the :

- library shall buy them’ In most of the cases the standing order will be placed fon

docaiments

‘pertaining to spec1ﬁed subject. and- also sequontlally pubhshed matma] Ler almuals year. '

books almanacs series, dlr(,ctorles t,tc

S

y _v'i)_‘Mem.ibership'. Purchases: )

©.same to. its:members. through thc pubkh

'elther freely orat. cheap{,r rate 2 _

' yll) S’u.bscrlp_tmns:- . S ]
S The pefiodiéalsfs.’e'nbalc generally procured by pavulg a,nnual subsc

some tlmeq llfe subscnptlons also.

-' .Vlll) Modes of Payment:

unicate the
U th_e copies -

riptions/ or

The modes of pavmmt mclude advance paymc,nts credlt supply pa,ymmt a,gai_ilst o

'delwery, ete. The aclvancu payments made to-. periodicals and pa\munt againgt

delivery is

made for other types of documerits. Generally, the libraries pay to the vendor in Indian

cutrency but when the subscribers are sent directly to foreign pubhsher& The forci
~is bought from the banks, While makm;:, y the paymc,nt in Inchan rupees the lib

. pav.as S per Good Oﬁices Commlttw rate or bank rate.

gn-currency -
arics either’

9.5 TYPES OF DOCUMENTS

”[‘he dlfferent typt.s of 111format10n sources whlch constitute the llbrary

-~ alsg an importait component to be taken into. account while formulating the P

- information sources comprise the documentary and non-documentary . sources.
~ ies’ are concerned mainly with the various types: of documentary sources.-

Th

collection is
Phcy . The"
‘The librar- :
ere exists a -

when they -

nethod, the . . -

. Leamed. socin,tius"\'vill accept the m_ip‘_'-.of_. tl1¢ir_pzitf01ls'._ They periodically . .-
- publish their - research ~activitics; programme fid achigvements: and commn

Usu1llv the mcmbcrs ‘may ge




variety of documents in the market. The librarian or information spectalist must ‘be well
‘acquainted with their distinctive features so that thev can select, acqmrercollect process,
maintain and use them properly.

The documentary sources have been broadly categorised into a number of convenient
ways depending upon their ‘characteristic features.  They can be broadly categorised nto
“two. One 1s textual and the other is non-iextual.

Textual documents present the information essentially in the form of written text to
be read. The\ include, books periodicals, staiistical documents, admimistrative documents.
patents and so on.

Non-textual documents may also contain some text but the information is presented
in some other form. Thev are

# o Jeonic docwments: Images, maps. plans, graphs, diagrams. posters, paintings.
photographs, shdes. ' '
*  Sound a’oc-umems' - Sound rcccsrds. sound tapes. audio CDs.
* Audm Visual documents: Whlch combings 1ma§jes and sound, - films, slides,
video tapes and discs (CD and DVD).
S F Documents of material nature: objeg mples, artistic works and monuments,

Braille books, teaching kits.

Mived docnments which bring t r textual and non-iexiual documents such
sv rocords. educational ky '

* Magnetic documeggmfor cmputer processing.
Another way of classifica®n of documentary source is based on the mformation con-
tamed by them. They are: '

1) Primary sowrees which contain the original thought content / information pro-
duced by the author. They are Journals. conference p’).purs patents, srandards thescs, research
reports, trade literature, ete.

0y Secondary documents which arc based on primary  documents conveniently
condenscd or interpreted and presented. They arc abstracting: and indexing journals, refec-
ence source like dictionaries, cncyclopaedias, yearbooks, almanacs, dircctorics, hand books,
geographical sources. biographical sources, bibliographies. etc.

itl) . Ferdory sources which are based on primary and sccondary sources and con-
denscd and presented in @ more convenient way to organise and control the-scattered
mformation, They arc textbooks, bublmgxaphms of bibliog graphics, unton lists of periodicals,
guides to referenee sources. cte. : .




The primary sources are unorganised and scattered widely. The secondary‘ sources
organise the information about primary sources to have a control over the scattered htera-
turc. The tertiary sources are well organised than the other two types of scurces, ‘

The other conventional mc,thod of classification of documents is books and 1|1011—b00k
maternl They are: S

Books S gcneml and text books, monoyaphs treatise, etc; g serials
' and reference books. o
|

Non-Book Materials . Pamphlets. ruprint's reposts. patents, standards, maps and
" atlases. etc. Besides, all this prlnt matenal some ncm-prmt
material also exists.

Non-Print Maferial Microforms: audio-visual material, electronic st)ragc de
: vices, ctc. Co T

Apart from the nature of documents, the physical char'lctenstlcs such as weight, size,
mobility. rarity of documents and other factors will have some influence on th{, SLlECtIO]‘l and
processing. : : ‘

Books and serials/periodicals are the two wellkgowiNgonventional materials acquired
by all types of libraries. They arc the major components tibrary collection. Apart from
this general collection. the technological innovatigff®™ave introduced several new media to
communicate thc, nformation/message through pi8 & to view and sounds to listen by using
different materials. like paper. films, magngeig tapes. and plastic to carry the mformatlon

" They include micre film. micro-fiche. sound% computer tapes and dlSCS |

Then,{'ore, it 1S cssmtral ont

sartof the library to build up the coll{,ctlon with the
appruprme documents fulfil '

1d 0b|uctwus of the organisation. - |
Fo' the sake of convenidhee the documentary sources are discusscd by !g,rouping
them into th: ;¢ major parts - books, serials and non-book material including microforms.

9.5.1 Books - ' S |
The books form a major part of collection in the libraries. Therefore, a lil‘Jrary has
to keep pace with the new publications to develop an orderly, wise, judicious. balanced and
uptodate collection.  This makes the librarians to have knowledge of various soufices/tools
which provide information about the publications. These sources are of two types — 1)
Which lists existing publications, and 2) Which provide information on new and fortlutn-coming
publications. - o . . . | :

The chief sources of the first category are bibliographies, publishers and book
sellers lists, 'ar_]d_ published library c~lalogues. They are useful for retrospective:,:i;earches.
The examples are : BNB, CBIL Books in Print (American), American: Book Publishing
Record, British Books in Print, They have comprehensive coverage of all thie subject documents
published in English language. INB and Indian Books-in-Print are the sources for book
selection for Indian publications. As far as reference books are concerncd the guides of
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. AJ Walford and C.M.Winchell arc the best sources which cover reference source pertaining
to all the subjects. For the reference sources exclusively on science subjects F W _Jenkins’
Science Reference Sources is usefil. The catalogues and bibliographies published by the
Library of Congress and British Library are aiso useful selection tools for books. Accession
lists of reputed libraries arc also valuable selection-tools. '

- There are several types of sources providing information on new and forthcoming
publications which fall under second category. They include national, trade and special
bibliographies, the publishers’ catalogues and announcements, book reviewing periodicals,
ete. o :

" Another major source of information is the sub ject experts who will have the knowl-
édgc of latest developments and publications in their respective fields. Maintenance of regu-
lar contact with authors. research wstitutions, professional associations, helps 1n balanced
collection building with latest documents. ' -

Book  exhibitions and book fairs are another source to know the availability of new
documents as the publishers exhibit their new publications to promote the sales. Hence, at-
tending the book fairs and book exhibitions will help procurement of new  books. '

The types and methods of acquisition discussed in Sections 94.1 and 9.4.2 are
applicable for acquiring the books. ) '

9.5.2 _Jburn3ls/Serials/Peri0dic.als

The journals are the important source, wl vort current observations, new ‘ideas
and rescarch findings.  They are the speegyand CTiecttve communicative agents of Iatest
information published at regular intervals, ®riodicity may vary from journal to Jour-
nal ranging from week to year. The AMorm iort published will meet the requircments of
various types . of users ranging fron ¥ral reader to highly specialised scholars. They
are categonsed as house journalsesgade 1urnais, technical journals and rescarch Journals wnd
secondary journals. They are ed in different languages by different agencies like
Learned societics, government bodWd, professtonal associations, commercial publishers, ete.

Therefore, the serials form an important portion of the library collection and
constitute the largest segment of . the library  budget more particularly in special and
academic librarics. The acquisition ef journals bappens to be one of the most complex
operations imvolving series of decisions in- respect of ordering in the context of fixed budget
posttions, escalating prices, mflationary exchange rates, varying terms and conditions such as
discount, payment procedures, etc. - :

Henee it 1s necessary to evafuate the Jjournals properly beforc acquisition mn consyl-
tation with the users and  subject experts. There arc several sources for identification of
periodicals such as directorics, union catalogues of serials. lists of serials covered by various
ndexmg journals. _ ;

They are;
Ulrich s International Periodicals Directory

Union List of Scientific Serials in South Fast Asia
Union lists of Social Science Serials
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Serial sources for BIOSIS data bases which li_sfs the serials abstracted in.;?it)]ugica! :
Abstracts ' ' - | .

Methods of Acquiring Journals
The jdumals can be acquired m’ the foliowing ways:
— by subscription

— - by. beconnng members of societies and professionalbodies. learned il'ilstitutions._
efc. '

by | | . |

_ by exchange - o I .

i) By Subscription _
|

Most of the journals are acquired by subscription. - They can be diréctly |subscri_bt:d
with the publisher or through agents who are conversant in procuring and handling the
foreign exchange. There are advantages and dis-advagtages in both the procedures, some

are visible and some are inherent. \ !

The processing. cost of journals ts mof thag the ‘books. The correspondence costs
~ the library in terms of manpower, material andypogiage which. are not visible costs. Hence
somie people argue that the direct subs@wgions with publishers -ar¢ not -econ(i)mical.

N The major problem of ribifg through an agent is the risk of hulgg: advance
payments even after taking precauigns  like obtaining bank guarantees, and insisting on
proof of payments to the pu ‘before making payment by the library. Some agents limit -
theif ser ‘ice only to the exte order placement and subscription payment |and do not
solve the ;roblems relating to missing issues or other irregularitics. However, the advan-
tages in th s system are a single order, one invoice, and single check for m'ultip‘iie subscrip- -
‘tions. The agent belps in rencwal. provides assistance making claims. and provides
information about discontinuation, mergers, changes in frequency and price, -free subject-
wise lists, etc. Hence, the agents should not be chosen on lowest bid but their scerice; quick
and prompt action; and handimg the claims etc. ' S

Life subscriptions can also be made for certam journals which arc p}uhiishcd by
* learned societies. 1t saves the money, labour and time and overcomes the difficulty of
escalating prices and diminishing budgets. and fluctuating conversion rates. But there is
a danger if the journals cease to be published. o . i

ii) By Becoming Members of Societiés and Professional Bodies
The leamed societies, professional organisations and institutions publigh journals.
These pubtications are sent to the members either at the reduced rates or free. I the institu-
tion becomes  the mémber it receives the journals. The reduction may vary. This method
reduces the work and saves money and time . of the library. ' :




i) By Gift

The publishers send their pub]tcatlons at {ree of u:)st for the sake of pubiicity. Gifts .
may create storage maintenance and regular supply problem. *herefore before accepting gift .

journals there is a need for carefui assessment of |ts utmly
ivy By Exchange

Some institutions exchange their publications or duplicate copies/extra copies of
journals 1o get useful documents. This exchange is generally based on item value. This will

“help in getting the new journals or mlssmgjourm.?s on exchange. The publications which
are not be availabie throu;:,h normal trade channels can also be acquired through exchange.

' 9.5.3 Non-Book Material

The non-book material include pamphiets. government publica-tions, working/dis-

cussion papers, conference proceedings, theses/ dissertations. reports, feasibility reports,
wases, patents.-standards, tradellterature engineering drawings, maps! charts/ atlases, and ail
types of mlcroforms :

The, pamphiets are generally unbound documents of one or more pieces stapled to-

- gether. They contain the descriptive account of a topic Wich is not available in any other
format. The series of R R Kale memorial fectures pubNghedy Gokhale Institute of Politics
and Economics is a best example of pamphlets of gustafefhig value. It is very difficult to
acquire the pamphiets.  The information abou Pphleis may have to be gathered from
various sources like annwal reports of organisations o

Numerous documents are erafed by the government through its various
prganisations, departments, commi d comerigsions emanated. They generally de-
scribe the policy decisions of thggovefynent as well as the executive, judicial and legisiative

functions and activities. I‘h
swatisticai data, government po

decisions {industrial policy, education policy, foreign

trade policy, etc)development plans and regulatory information like (acts and rules, limits of

civil rights, and trade union rights). These dacuments are available in various sizes and
shapes. (single broad sheet, pamphlet or a bulky documents} and produced in different meth-
ods (types cyclostyling, printing, portraiting eic). They are generally not available through

ncrmal tradé channels. They need special efforts for locating them and after acquisition they

need special physical and technical treatment to maintain it properly for usage.

The selection and acquisition of government documents is a difficulttask due to lack
of many toois.” ‘Catalogue of Govern-meni of [ndia Publications and Periodicals’ contains

the docu-ments available in print. Regular contact with the publications dcpaltment w;ll alse

help in procuring the documents required.

Confererice papers are the {astest media of information transfer which.contain the

new and ariginal ideas. These papers are made available to the participanis. The acquisition
of these papers are very difficult. To acquire them it is necessary to have advance informa-
tion about the conferences and keeping intouch with the various professional organisations.
Sources like Index ofconfereme proceedings received’ published by British Library,
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~and ‘Index to social ‘sciences and humanities’ Humanmes Proceedrngs pubhshed by
' Iusttttrte of Scnentlﬁc Infonnatlon are good sourees, for selechon '

_ " Thesis and Dlssertatlons are submlttedto acqulre hlgher degrees ort s fuifil pa.rtlal
requirements for getting degrees. They are the outcome of reséarch results on various topics:
The information about their existence will be known only m the secondary journals hke
* ‘Dissertation Abstracts International” published by University of Microfilms International
(UMD, USA; Indian Dissertation Abstracts publlshed by ICSSR are ‘the best sources-to

know about the dtssertataons

. The . Reports prowde the' information about research results or Ideve!oprnents of ..
' . investigations. They aré available ‘in- a lmited number of coples Govemment Reports An- -
wuncements Published by NTIS, USA. : o

BLL Announcements Buh‘enn pubhshed by BLLD, and the various abstractlng qumals
- are the best sources to get the 1nformatron abouit reports

. " The new dtsclosures;’dlscovenes are recorded in the patents Thesc patenfs are llnutcd '
' monopohes granted by the governient - protecting the rights for new inventiors
‘individuals, or an organisation. The patent office in each countrv 1s the- competent authority -
to grant and operate the patents and its law and maintain the national patent system. . A -
-comprehenisive information systems at the national and international level have been developed
in view of the nnportance of patents as sources of leMgl. commercial, and technological
information havmg 1nternatlonal nnphcatlons andt fas growth of patent documents

The World Intellectua_l Property Orgn W IPO) a spec1ahsed eney of UN
and the International Patent Documentatign Centte (INPADOC} a joint venturﬁof Austrian -

government will ensure the promotion mational. cooperat]on among the nations in o
* . respect of patent activitics. They brigput riodi-cally abridgements of patents. The Derwent

pubhcatlons is also a best- sourc%iomlation for British Patents, and for ‘many other
countries. Various 1ndexmg b ctmg services aIso publish the mformatlon about pat-
ents.. : ' :

A standard isa specrﬁc level requlrernent to be fulﬁlled or satlsﬁed by L product a
~* material or 4 process: The standards are important for producers and consumers To stipulate
- and maintain the. standards the government establishes standards institutés at natlonal and
international level. In India BIS; 1n Britain BSI and at international fevel ISO (I ternatlonal -
organisation for standards) are established to stipulate, maintain and regulate the standards,
- They also publish bulletmsfcatalogues ISI Buh’enn BSI Catafogue are the best sources: of '
" '-mformatlon for standards literature. '

: The maps charts and Atlases are anothier type of umque matenal' requn'ed for the :

libraries. -Each nation will have: its own Survey department to publish maps. The Survey of

* 'India is the National survey and mapping organisation of India.. The Map Catalogue pub-

lished by them i is an authentic aid and an important source of mformatmn about maps. They .

- also sell world aeronau—tlcal charts prepared by the Internatronal Civil Av1at11:ns Organ-
'1sat10n : :
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~ Microforms contain the information in a very minutely. re-duced form which can
only be read with the help of a magnifying device. They: are devised to save storage space.
They are of several types such as a Microfilms, Microfiche. Aperture cards. There are .
several journals devoted to microforms. such as The Journal of Micrographers; Microform
Review, Microdoc "prOVidc information about them. University ‘Microfilms International
 (Ann Arbor, Michigan) has contributed in a big way to the development of microforms pub-
 lication. Guide fo Microform in Print and News papers on Microfilms are the best sources for
selection of micro-forms.. B o ' '

9.6 MAINTENANCE

After an item has been acquired into the library it must be properly maintained to -
make it more useful and purposeful. The maintenance is as important as that of purchasing
an item, and it needs regular and constant attention to keep it in- proper condition during its
‘entire lifetime. T ' ' SRR B

- The documents in the library are to be kept for a longer period because of their.
inirinsic and extrinsic values. - The textual matter of a subject, its currency and relevance to
the present state of knowledge are the intrinsic values which are to be maintained properly to
be made available to the users in their study, and research. The extrinsic value is physical
condition of the document which needs to be maintained to § guard the documents from
mutilation due to frequent usage by the _reade_rs.' ' - ' c

The maintenance ﬁlhctio_n in the libraries i var'i_ous aspects such as shelﬁin_g,
- guiding, shelf-rectification, dusting and -cleani?bin__ g and vigilance.

"_(analysed, classified, catalogued and and sent to the. stack room for proper shelv-
.tng.  Shelving is the process of kegpipg ocuments on shelves systematically. Different
types of documents are. shelved @iem‘nt sequences depending upon their nature-and -

- physical composition to facilitate easWand quick location. _ :

Once ﬂle documents are recei@%:ﬂ1 'libr'ary,' th'.ey will be technically processed
th

. After shelving the documents, they must be properly provided with required guides |
like shelf-guides, row-guides, ticr-guides, bay-guides, gangway guides, efc. to help the read-
- ers to locate the documents easily. Guides are direction labels put in various sections.  In
addition, it is essential to prepare general instruction guides to educate the users to enable to
make- optimum use and also support proper maintenance of library resources. L

The documents are frequently misplaced. either intentionally or unintentionally, itis .
- always necessarv to rectify and put them in proper sequence, which 1s known as. shélf—_ o
- rectification. Self rectification will help in easy and quick location:

The doctiment coilection in the library is most likely'to be damaged due to dust and
harmful insects. Hence, it needs proper dusting and cleaning arrangements at regular inter-
vals. This 15 a routine day-to-day function. It includes sweeping and mopping the floors,
dusting books and shelves, removing cobwebs, etc. 3 S -

In order to protect the documents from darage due to frequent handling by the users :
and maintain them for long, they need proper binding. Binding protects the documents in .
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several ways from its damage and also increases their hife span as well as adds to the
‘durability of document The bmdmg can be made either by the librarv itself or dsugned to
others. ' ,

|

In addition to all these protective measures, the documents nced some preventive
measures to mainiain them properly for longer time. In order to prevent from (eating the
pages, damag-ing, stealing and nusplacing the documents a close watch on ﬂn(., readers
activities is necessary. Sufficient staff s to be engagged to muaintain vngsiamcc to stop
misuse of library resources, ' |

9.7 CONSERVATION | ]

Conservation denotes the specific policies and practices included in prcltccting the
Itbrary material from damage. deterio-ration and decay. It also can be said that the conser-
vation deals with the use of chemical and physical procedures in treatment or storage to
ensure the preservation of documents. The conservation process consists of controi of the
environment yhere the books are stored and actual treatment of them. The
treatment such as de-acidification, stabitization of leather and binding ma,tenals (,umtwu,
- treatment, rebinding, restoration, etc. are part of conservation activities. -

One of the important library functions is to pr&grve the documents for futare use
either in its original form or in another form such as MjcroJorm. The libraries possess not
only books and periodicals but also many other gwges ofmaterial (refer Scction| 9.5) such
as maps, photographs, macroforms, slides, sourdmgs and video tapes, et¢. Each of
these materials arc subject to a number of hazards# Therefore, they need special care and -
attention to protect and preserve them. ors that affcct the hibrary materials are: -

i) Envirdmnenta] fac@uﬁmspheﬁc factors) I
i) Cher_liical fa . ' |
i)  Biological fac . o _ )

v} Other factors |

i) Environmental Factors | : |

The atmospherical / environmental factors such as climate, humidity, ventilation,
light, etc. cause the condition of documents. The location of the library also dontributes
in mutilation of dodumaents. : ' |

Therefore, maintenance of good climatic condition is necessary and if possible air-
conditioning will be useful. The humidity and moisture is harmfu! for documcntsl, hence a
constant temperature should be maintained. Some hibraries do fumigation. The inadequate
ventilation results in damage of  the  documents, hence care is to be taken to provide
sufficient ventilation. ' ;

. The ultra-violet radiation in natural light wilt cause mote photochcmmdl deterio-
ration. The direet sun rays causes damage to paper and binding. The paper becomes
embrittled and = the colour fades away, the binding becomes stiffen. Hence, ar r}an%mum
should be made by providing spemal glasses and “mciow-blmds to avoid toomuch light and

sun rays into the hbrary. |
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i) Chemical Factors

The chemmcal agents are also harmful to the documents. Paper gets damaged by the
acidity of cellulose with which it is made. The audio-visual documents suffer from basic
mstability of the materials used. Hence, proper care is to be taken for storage of material to
safcguard them from deferiorative agents.

iii) Biological Factors
The biological factors include vegetable agents, animal ageﬁts and human agents.

The vegetable agents include mildew, fungi. bacteria, etc. caused by too much of
hurmidity. Docureents in the library needs to be protected by preventive or curative measures
from these agents. The rooms should be dry and provided with enough venti-tation,

Formaldehyde 15 an effective fungicide which can be used for thé rooms. In case of
bound volumes 5% solution of thymol in cthno! can be sprayed 1n the room. To protect the
documents from fungi, they must be put inside funugation chamber.

The animal agents are paper parasites such as insects like silver-fish, termites, moths,
cockroaches, mudwasps, book worms, etc. and rodents likg mice, rats, squirrels, etc. which
cat and spoil/damage the library material, They can beyefichtively controlled by chemical
- moans. Insecticidal solution should be apphied on the sielwCs before putting the documents

on the shelves. S0gms of pyrethrum and 50gms. o are dissolved in petrol and sprayed
~on the cupboards. To protect against silver-fish, m flouride is used. It is also essentjal
to keep the premises very ¢lean to avoid the asitic agents. :

The human beings are also gusible for damaging the cotlection while handling,
while reading, and with their anti-soc¥ habits like stealing and mutilating. Normal wear and
tear in handling the documen ¢ reduced by proper binding of documents. The mute-
rial damage while reading or us ¢ docu-ments, like staining, folding, scratches on
‘photographs and records, handwritten comments or puiting marks, tearing pages is very hard
to avoid when the library is open to many users. This can be overcome only by educating the
readers to realise the importance of documents. The pilferage can be prevented by
carefully lard plan and by imposing strict vigilance. ' -

iv) Other factors

The other factors include disasters. They may be natural disasters or man-made -
disasters. But they are very much dangerous to the library.and its collection since no library is
immune to the devastation. Hence the library building should be well protected from de-
struction by hutricanes, typhoons, earthquakes, tidal waves, heavy rains etc.

Repairs and restoration is a regular conservation process in the libraries. Almost all
damages can be repaired, including documents soaked in vater, stained micro-films, etc.
Before deciding what to do, the damaged document must be carefully examined as to the
nature of the material and the extent of damage. Depending upon its condition, one has to
proceed ‘to strengthen, clean, wash flatten or reglue it. This is the first stage of restoring a
paper document. A more seriously damaged document will, have to undergo special treatment
restore its condition, using relevasnt techniques. :
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Fumigation Chamber : The fumigation chamber is constructed w1th alrtlgh’t |

doors and the holed planks. In the bottom plant a bulb will be arranged and thymol crystals
are placed near by it. The books are kept in vertical position by spreading: open the leaves.
The thymo crystals will be heated with the help of electric bulb and the thymol fumes will
come out and travel through the holes and reach the top of the chamber. In this \\‘ay fumes
spread all over the room. | _

Péradichlorobenze chemical can also be used in the :fumiga-tion chamber which
will automatically vapourise by itself in atmospheric temperature and do not require any
heating with an electric bulb. " Since this chemical produces fumes which are dénser than

ait, it is put on the top most plank of the chamber. _ - _ |
Ethylene oxidc and carbon dioXide arc also tlsed n oylinders for ﬁ11nigation.
Dependmg upon the prevailing fungi the books are kept inside the ﬁhl‘ﬂl gation
chamber for one or two weeks. In archives, bulk fumxgaﬂon 1 done by puttmg the books 1n

a wagon put on rails '1nd is pushed into the chamber. : |

The steel or wooden cabincts can be used in fumigation chambers. The steel

cabinets are mostly used in tropical coun-tries. - i o
|
|

9.3 WEEDING/WITHDRAWAL OF D&QMENTS |

Weeding  is the process of removing th@!ments from the library 'Follection
- which are damaged, wornout, unused, ex jes and outdated. It is also known as the

.—‘

“weeding 1s not p'ractiscd‘ :

process of withdrawing unserviceabl _

important as any other i the syst llection development. Some  people view the

weeding as the reverse of sel nction. The collectlon becomes obsolete. if propcr
<.E b : o |

. . |
We edmg includes transferring excess copies, rarely usedbooks, and - mtherlals no

longer in us * to storage. Purging is defined as ‘officially withdrawing a volume (all cntries -

rnade for a book have been removed from library records) from a ibrary collection because
it is no longer nceded by the users’

9.8.1 Need for Weeding T

There is every need to remove. !e unwantecl material from the colleutmn for exten-

sive and effective use of the library by thereaders. If the weeding programme is undertaken
periodically, the collection can be updated with latest volumes by temoving unwanted
matcrial. Apart from this there are several reasons for weeding out the 11brary maten ial. They
are: . - :

- tosave e space (ﬂoor and shelf)

- to avoid unnecessary maintcnance o ' B |

« {0 UMProve access o : |

- to upkeep the collection o o o |
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- 9. 8 2 Crlterla for Weedmg

" 'Once. the dec1510n -for weedmg 1. made “the- cntena or pOlle must be formu]ated .
for careful 1mplcmcntat10n of wccdlng programme. The wccdm;, process is not an overnight

.. activity and it cannot be done in isolation: ‘Several aspects are to be taken into COHS]dBi’&thll

-before wecdmg out any material in. the hbrary Thcy are:

_hbrary_ goals and_. QbJect;ve_s : .
o the funds available for buying more :satiéfaqtofy titles
‘ --: a\:railaﬁility' of other documénts in the suﬁjéct -
-. - thc degréé_to.-wl;ich'thé'lib_'r_a'r_sz.':l'_.s'.f.o.ﬁ._mct.i.th as an a_rchi.ve "
- ) the usefulness of 5 boék iﬁ futﬁte |
9 8 3 The Matenal to be Weeded out

: The weedlng pollcy needs to b(; preuared by ‘the llbrar_\, wherem guldclmes for '
What items are to be weeded out from ' the collectlon HF. McGraw suggestion ncludes a

falrly oomprehenswe list of such items: - . * . 0

B "duphcatc- ) I
-~ unsolicited and unwanted gifts :

. - obsolete books _ K -
- supersedcdf’old editions Y L o
- books that are mfected@.h bby wornout, torn out
m -

- books with smali print ¢ paper, and missing pag,es

-~ - lnused, unneed es of sets -
.- _penodlcals w:th Xes.
'9 8 4 Barrlers to Weedmg '

: ’Ihcre are some bamers to weedlng programm_e which are often mentioned as excuses:
for not weeding. It is essential to overcome the below mentioned barriers for effective weed-
ing: ' - B : o . : :

= lackoftime v
- fear of eriticism - . . -

‘- feat of making a mistaké

- reluctance to throw a book out
' indifferencc to managemeht

98 5 Dlsposal of Weedmg Matenal S S
Aﬂer havmg becn 1dentlﬁed the items to bc weeded out, a deClSlon on how to |
dlspose the material is to be taken The wecded out material can be dlsposed of inthe .

followmg ways
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- documents and- _collection/acquisition refer
- them which is a routine - clerical -

. A_cqmsmon_: . The process of obtalmng books and other documcnts for a lll:nrary,:'r

- gifting to local libraries
g ' seading to deposrtory centres

- maintaining a separate sequence of weeded out books m the I1brary

s sellmg them _ |
. exchange w1th other documents S :' S S . -
After’ takmg a fi nal decnsmn the weeded out materlal shouid be dlsposed of as per'
the rules ofthe l1brary ' P

9. 9 LET US SUM UP

Collectlon development is an lmportant process in the llbrary sinee the varjous types
of materials aré acquired to meet the - requrrements of the users in accordance wit the aims

-and objectives of ‘the institution. - The image and stiength of the l1brary depends upon 'its
collection. Therefore, it needs a dynamic and sound pollcy covering several aspects like the -
o .'Ob_]ectlves ‘Selection, Acqulsltlon of various types of material, thelr Mamtenance Conserva-

. tion and Wlthdrawal : : I R

The pollcy document should clearly descrtbe variowg obje'ctives) of the instituti_on as
well as the ob}ectlves ofthe collectlon development I l

The collectlon development mvolves R

e procedures to be followed tp- acquire

acquisition pollcy for acquiring di

Thus the collection development coversthe whole gamut of actlvltles r
selectlon to acqulsltlon mamtenance conservatmn to weedmg out the matenal

ght from

910 GLOSSARY l

documentatlon centrehnformatlon centre

Binding: - The Strong covering of the bo'ok The proces'e whereby the sheets are

sewn or otherwise Tastened into a permanent cover of book-binder’s

board, the sides atid back of whrch arecovered wuth Ieather o'r cloth, or -

E other suitable materlal

Jain activities namely, selection and
- acqﬂrmtronfcollectlon Selection of docm@t;s i intellectual operation for choosmg the -

tion$ Each- library needs a definite. selection and
Ypes of material like Books, Journals and-Non-

. _book.materialrequiredbytheqt?utio_ T -
"~ Ths collection developMent activity wrll not end wrth the procurement of docu-'.j

' ments but al o need§ constant maintenance and proper conservation of material keeping in-
~ view their intrinsic and extrinsic values. Regular weeding of the unwanted documents rs’
- necessary to upkeep and update the collectlon ' :
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_ _Book_': '

* Conservation:

.,‘/'-.\_

_ Doéu_me'_ut:' o

'. E_xchange:-_ -

=

Journal: -+
. Microform: -

‘Non-book:
' Préséruati_on: ’

" Reference

_Standing order: L
7 sequent volumes of a work published in a number of volumes 1ssuedl
- _mtermlttantly It is also ca]led contrnuous order

' Subs_criution L

: $ubscripti0n.briccz'
B a ] pubhshed The prlce is. usually lower than the aﬁcr-publlcatlon prroe

‘Text-book:

o 'Te'j_(t'ual _ _docu_m_ents

| ._ _Weedinét _.

| Measures taken for the rcpar
' of the arclnvesfdocum -

‘. A book, or worlg

A set of blank shcets of papcr bound along one edge and enclosed.'

o w1th1n protectne ‘covers to form " a’ volame, espccrally a wrltten or,
L prmted hterary composrtlon presented mn thls Way ' ' L

e ;'The use. of chemlcal and physmal procedures mtreatment or storage to
o _.":ensure the preservatlonof documcnt -

:_Matenal of any kmd regardless of its physrcal form and charactens— o
_ucs on whlch mformatlon has been recorded. . : E

The exchange by barter or trade of duplrcate materlal wrth other';\ .
' -llbranes ' : . . _ .

.".

A perrodlcal 1ssued b}, a somety or institution and contammg news i

proceedmgs transactrons and reports of work camed out in a partlcular -

field.
' _ 'Mlcroform is one whrch carries almost permanently reduced images.of = -

'pnnted or written matter in such a way that the: reduced Images are no
'_'longer legible to read w1th naked eye. : :

| Those lrbrary matenals whrch do IQQ within matenal the deﬁm— _

tlon of a book or penodlcal and wh qulre spec1al handlmg

oratron, protection--and maint'enanc_:_e: | ;

ile to be referred to book/source: rather than -+
for contmuous reMing: . Any pubhcatron which is used to obtam au- _'

.thorrtatw at1on _3-.:

An order to supply each succeedmg issues of a serlalfpenodlcal or sub- =

. Those publlshed at 1ntervals by socletles and book lssued to Sl.leCI‘lb-.--
ing members e N .

"

The price at whlch books are. sometrmcs offercd for sale before they : are

A book written especlally for use bv those studvmg for an’ exammatlon |
 ma partrcular sub_lect ' :

Manuscrrpt or typescnpt documents as drstmctfrom cartograph1c au-

'dlovrsual machlne rcadable 'Lrt1cles :

- -' D1scard1ng from stack of books whrch rt 1s consrdcred of no further use
: m the hbrary : Co
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913 ASSIGNMENT SR O

1) VlSlt the nearest llbrary and ob e pohcy adopted by them for sglection 'and._ "
acquisition of. different types - of rary materlal their mamtenance conservatton and'
: weedmg and prepare an essay, o : Co

- o

9.14. MOD_EL E)@INATION QUESTION-S

L 'ESSAY QUESTIONS

]) What is a eol!ectlon development pollcy'? Brleﬂy clesenbe the varlous
elements to be covered by it.
'2)  What are various types and methods of acqu:sntton of books and Journa'ls ina
- libraty?
3). - Describe the various types of documentary sources and thelr selectlon and
o ‘acquisition.
. 4y . Explain the lmportance of' malntenance of doeuments and how they can be'
' protected from various factors affecting the documents for their durability. -
5) - Whatis weedlng‘? Explain the need and criteria for weedlng out the material
and the material to be weeded out. .

1L SHORT NOTES

a) Acquisition methods

b) Different types ofhbrary material " -

_.c) . Fumlgatlon
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107 References
10.8 - Glossary

109 - Assignments _ o
10.10 " Model Examination Questions

10.0 '-AIM’S 'A_ND- OBJECTIVE_‘S -

_ ThlS unit deals wnth Budgetmg Process and mcthods uscd in the hbrarles Budgctmg, is _
an nnportant functlon m the hbrary ma.nagement '

' After studying the unit, you should be able to.

- defme the term Budgetmg _ e S
~explain the need for budgeting in libraries . : . R L

° describe how budget.is prepared in Libraries R

[ ]

_ discuss var10US techniques. of budgctmg and their use in libraties and mformatlon

centres N D
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10.1 INTRODUCTION

~ Finance is one of the important resource for managing the activities su{:cess%fully inany
organisation, including LICs. The LICs need to look for various sources for finances and
spend them in g plann'ed‘and carefui way. The planning and controlling of the financial resources
are known as budget. Libraries being non-profit making service institutions, they have to
make Sptimum use of their financial resources. Further, LICs are also accountable to funding
~ agencies in particular, and the society in gneral. in addition, L1Cs are facing financial crunch
and at the same time the costs are ever increasing. In the light of the above the L1Cs have to '
plan their budget with utomost care. Let us see more details about budget in this unit.”

Budgeting is deciding or estimating in advance, the course of action to achieve a particular
target or objective in a given period of time along with the numerical expression of the inputs
required and the outputs expected. Normally, a budget statement is expressed‘ it1 both the
ternis currency and quantity (Units). Currency refers to the cost or value and quantity refersto
the activity level or volume of function. '

Historicaily; budgets identified with financial documents prepared by goLer_nment or
balancing anticipated revenue receipts and planned expgnding for defined fiscal periods.

Budgeting in libraries, which is usvally on a
-which formulated plans can be carried out. @
constraint, librarians find themselves spending Wge

cycle, is the primary means by
and more, as there is greater financial
er amounts of time in budgeting review,
" analysis, and presentation. Many types o gets are not really applicable to libraries, since
libraries are not primarily profit melgng stitutions. However, several different types of
approaches 10 budgeting are bein #n libraries, and these are discussed in t]‘ris chapter.

. ‘The Budget is perhap t and most important control deévice in existence to measure
programs and their effectivenesSithin the organisation. A budget is a plan for the coordination
or resources and expenditures of an organisation.

Budget is always influenced by the following factors:
1) Money that is available for;

2) Money that is required for; _
3} Money that assigned to a particular purpose.

A narrow, at the same time, the prin'cipal purpose of a budget is bélancing of estimated
revenue and expenditure in order to achieve set goals. It is also a control instrument to bring
about changes in the desired direction. In a library, budget is a financial statement of the
estimated revenues and expenditures of the library concerned for a definite péri!od of time.
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10.2 BUDGETING - PEFINITION, PURPOSE AND FORMULATION
10.2.1 Definitions e . o |

[) The term ‘Budget’ may be defined broadly as “a statement of the financial position
-of a sovereign body for a definite period of time based on estimates of expenditure during the
period and proposals for financing them”. ' '

2} Herman C. Heiser defined budge’t “as.an overall blueprint of a comprehensive plan.
ot operations and actions, expressed in financial tefm_s, appear to meet the bas_ic requirement -
of the new Igek™. ' -

3) Jo Bryson states that the budget is the financial statement which is prepared and
approved for a specific period of time and which provides details of the proposed expenditure
and revenues. It is prepared priot to expenditire taking place and constitutes both the means -
of control as to how monies are spent and a check on what monies should have been received. -

I Itcan be simplified by stating that the budget isa plag,

It represents choices made from
alternatives for expenditure, and it is used to coordinatg effon

s towards a specified end.

10.2.2 Purpozse of a Budget

I

The very purpose of a budget are: to |igmi xpenditure to income and to assure planned
spending on economic basis. Other words, the afor purposes for having a budget are planned
coordinating and controlling enterpri ity to achieve it goals.

It is a plan of action, wh v
a) ‘costs of plans for each unit during a':gi.ven period

. b} estimates combined into a well balanced programme
¢) feasibility of plans combined with goals and
d) actual results during a given period, '

It may be useful to identify the three imponiant functions of a budget: .

i} It is an investment for planning: After identification of present objectives and plans,
these plans are expressed in financial terms: S '
i) As acontrol or reporting device: The budget should function as a control device,
- whergin the management can check/compare the progress of actual pereformance -

against the plans, objectives and programmes: and

iii) Defines a_ss'igmnents: The assignments are prepared and budget, is allocated, therefore
the budget will define the assignments to every level. -

On the basis of the above, it can be understood that budgets involve an integrated
activity of planning and controlling and acts as feed forwarding control to plans, programmes,
procedures, etc, 3 ' -
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10.2.3 Budgetin._g__lir(icess_

The dominant factors involved in the budgeting process aré:

1) Legitimate objective or target to be achieved'
- 2) Available resources i e factors of. productmns
: 3) Possrble quantum of’ resources to be made avatlable

4) Time duratlon required to achleve the defined objectwes and 1 ‘ .

5) Other facto Atfectmg the size and nature of budget e.g. eompetttor s pe formance :
and strategies, Government’s policies and guidelines, market ﬂuctuatlons custome}s attltude
previous year’s performance and expenence etc :

_ _When the budget is for a publtc sector organlsatton ora Government department it
becomes essential to consider.one more significant aspect, i.e. social responmbtltttes Any
public sector- firm or department is supposed to be a ‘service centre’ for society. Hence,

_soc1ety s genume mterest becomes the vital factor for l1brar1es ina budgetlng exe?F:se :

: 10 2.4 Formulatlon of a Budget . _ P
' Formulatlon ofa budget is a'preliminary step.t Qe a final budget. It is| necessary

. 0
to identify what are the fevenues and expendtturarttcular penod of tlme of aparticular
-' ltbrary to prepare a budget S _ _ S . -

- The following are the steps invalyed E formulation of a budget:

operations - initiating the prot paring estimates of revenue, working out expenditure for -
eachunit. services, consoli of unit. budgets in the overall budget Just:fymg the budget
proposal { nal approval and contlnuous review. ‘

i) Budgetary Cycie-- :EE an agnual 'r.ecurring'activity, budgeting'f0llo'ws a cycle-of -
d

u) Period of Budget The budget general ly operates for one year. The pen d covered.
by the budget may correspond to the ealender year or the financial year of the parent bocly In :
.'practlce it. 1s a flnanmal year. ' S :

iii) Inlt1al phase This starts with the review of the : :
working of the previous yeat’s budget, collection of data, assessment of changes if any,\
formulation of Budget prmc1ples and pol1t:|es to be followed for the commg year. :

. iv) Formulatmn of Unit Budget: Proper form ulation of a budget shou]d st_art at the '.
* Unit or section or department level. In preparing the budget it is preferable to involve persons
* concerned with its execution. Great care is needed to balance the requirements of different

- “units so that plan ob_]ectwes are achieved and mter—un it conﬂtet is avo:ded

' v) Consolldatmn Unit bud get are 1ntegrated to form the overall budget for a library.
- Atthis level, control is to be exercised to ensure that the budget is batanced is capable of being
_ approved resolves mtemal conﬂlots and above all, the estimates reﬂect the objerwes tobe
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achieved. Resources being limited, “all t'he'ava'i'lablé_altcm_ative_s to reduce cost without -
compromising on quality and output need attention, L =
vi) Justification and finalisation: Since the library budget forms a part of the overall

- budget of the parent body or an organisation, justification of proposed budget is necessary. -
_Here justifying the budget generally consists in explaining and defending the proposed =
atlocations under each head supported by statistical data. This is in relation to the plan and -
overall policies and programmes of the organisation. - Sometimes comparison with similar
other libraries may easily convince one about the need for what has been proposed. '

v'i'i).'Budg_et format and contents: The budget format depends on the ﬁnancia_l—ﬁorms '
followed by the parent body. The normal practice consists in showing revenue on one side
and expenditure on the other, followed by explanations and notes,if any at the end for each
item. ' ‘ o L

i Some of the fnajor heads included in the tibrary .budget format are given below.

REVENUES/INCOME ~ EXPENDITURE
Block g'ran.t_ o - AL Réc’urrr_‘ng:
- UGC Grant ' 'Sal&ri@ages EE—
- Allocation from thé parentbody. =~ - - mfun (reading matenialé')
Cess& Taxes = sfiption to current periodicals.
‘Gifts/donations o y . o ' '
Fines/overdue charges '\ Binding Charges.

Deposits - , < | Stationery R
Registration Fee @ - '.Postal Charges

~ Endowments/Donations - Rent & loans _
Library fee/service charges o | Insurance photocopying and qth'ef
S ' : - service maintenance charges’,
_ (Hiddencostsy -
- Sale p'roc_;eeds from old news S Traihin’g/semi'nars.'
papers ' - National Library week
Interestondeposits =~ . - Cultural programmes

: : : Miscellaneous. _ -
Recoveries towards loss of books B, Non-recurring: Building/extension of
etc. = o © building Equipment/Furniture;

: : o S ' Machinery/computers, etc.

* Among'the above sources of income, one or more items may be applicable /relevant to any tvpe of

 library.




: One formulatlcn of-a budget is done the next stage lS to prepare a fdal budget- :
_'requlred fora llbrary fora partlcular ﬁnanmal year, _ o _ S ‘ e

10.3. BUDGET'.PREP'A'RAT_ION_ T

Preparatlon ofbudget is not an easyjcb It needs Iot offnanclal planmng The finanmal'

: p}annmg includes forecasting which is possible only with experience, knowledge, & posure to B
- new techniques, procedures and technology. However, the environment plays.a very important
rolein fiscal planning. Budgeting is included as a riain function of management whrcl{ indicates -
- its importance. Asth- “inances are hmlted and also essantlal it needs to be prepared systemati- -
s cally and carefully tiie details of budget preparatlon can be seen in the followmg isectlons o

' '-1031 Methods ofBudget Preparatmn N o

There are three ways in Whlch the hbranes can prepare budgetary estimates.

: 2) In accordance wnth the work programme and- ‘ N ,

3) By usmg arbltral'y standards&norms 0 R |

1) By comparlson : _ _ : : _
- Estlmatlon ‘of future expendlture can be@ed on the-_ basis of p’reuio'us yea_r’s Co
: expendlture the appropnat:cn for the current nd the estimated expenditure for thé ensuing
year.. ' s ‘ :

- 2) WcrkProgramme : Q _. o o .I ‘

~ The c_bje'ctives of the bu fcrmulated on the’ baS|s of needs in terms of servicesto
“be offered ind work to be accom hed work programme include. . I ‘ -

1) By cempanson wrth past expendlture .

a) P. )grammes . " o o o o .. ‘
~ b) Services (existing and ant|c|pated) - . : o
 ¢) Number/types of users (Size and type of users). S : | )

3) Standards and norms R S R B

The standards and norms are usefu] as guides to prepare the llbrary budget The ]ald
down norms and local conditions, mﬂuence the preparatlcn of I1brary budget. '

The ex1stmg standarde in budget allocatlon are as follows - ‘

a) Per capzta method _
In this method a mlmmum amount per head of populatlcn is fixed whichiis cohmdered
B essentlal for prowdmg standard/minimum l1brary service. .. .- o ‘ '

The per caplta mcome wou!d mclude all hwng perscns 1rrespect1ve of age and Ilteracy
In other words, the safest methods is to estimate hbrary finance per head of populatrb




The finances can be allotted by both state and centml Governments in certain ratio as
matching grants, based on constitutional obligation. '

b Sfandards -dan Budget Ratios’:l

In India, Dr. S.R. Ranganathan suggests 50 paise per capita expenditure for Public
Library. '

The UGC Library Commlrtee (1957 recommended Rs.15/- per student and Rs.200/-
_per teacher for acquiring reading materials for a Umverslt} /College Libraries. '

4) Proportional Method

It means to set the ratlo of library expendlture to total budrret of an mstltullom’government '

in India various standards have been suggested for leb]lC library finance.
Dr.S.R. Ranganathan suggested that either 10% of the total budget or 6% of the education
budget of a local/state/federal (Jovernment as the case may be earmarked for public library
purpose.

As regards academic libraries in India. the Umvers:ty Education Commission (1942-
49} had recommended that 6.5% of a Umvers:ty S budget would be a reasonable expenditure
on Libraries. 3

The UGC suggested that this expenditure could ary 6.5% per cent to 10 percent
depending on the stage of development of each U by Library (1959), '

10.3.2 Tips for Successful Budget

.1} A permanent budget file s)%e maintained and any policy amendments and
t <

cordeci from time to tlme

additional expenditure ggus . S
2) . Each section in'the L@hou?d also rmaintain a separate budget F]e and record

any financiai requirements from time to time which are to be incorporated i in the
' .ensumg year. . '

3 Expected expansion of the building, service units etc., must be prepared from
: t:me to time and proper estimates should be mcorpordted in'the budget.

4)  The new demands of the users are to-be recorded and estimated to incorporate in
the ensuing budget.

5) Pu_rchase of new machinery etc., must be estimated and

6) Changes in the cost of publlcatlon etc., must be taken to Incorporate the same:
while estimating the budget.

7} Opening of new courses and departments must be laken care of while estlmatmg
' the budget.

Library budget always must keep pace W1th the chzmues in technology and standard of -
living of the.people in the country. ' '
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10.3.3 Techniqnes of Budget Preparation o l
. _ i
As stated in the earlier sections, we should use the methods and tips 1 budget preparation. -
'ln addition to above there are few more techhlques that can be applled i budget preparatlon
They are

a) S;‘ress on non-financial mdicators: The budget should stress on i"tems which are
_non-financial, such as. improving labour eff“erency, optrmum and eepaclty utlllsatlon
_ improvement of productmn and efficiency, etc. . AP S

b) Compet::rve approar:h 1t is essential to take into eonsrdelatl f. earller
performance vs. expendrture and prepare the present budget competitive to. that of earlier.
_With this either one need to ‘work for better performance w1th the same expendltur|e or. same _
performance with less expenditure. : : - '

c) - Multiple level comzngency In this the uppea and lower levels ibudget is’
- necessarily to be estimated. On the baars of experlences and foreeaatmg a ba'lancd has to be
found out. ' ' o o
_ d)  Hard line ana’ soft practice approach:  while allocating the bidget, the
~ management should be firm and competitive. A reserve fund to be created and on the basis of
real and genuine needs, the amount may be allocated from the reserve. .

B
' In addition to the above, as already stated in the T Giepartmentailsatlon of| expenses

wrll help in budget preparatlon
X

- 104. BUDGETARY CONTROL O |

. I
Budgetary Control represents thegets 0 echmques lltlllbed for administration of budgets -
"as instruments of control for attai gf defined objectives. If provides. borr-owees of
_“inspiration and media for effectjye ee \ynunication. It also creates inthe employee “Pride in
- his'work and loyalty to his er " and also provides a “Large measure of satisfaction” in
beatiu g a standard set down as o ' : N '

Budgetary control is also used asa means of Managerlal control. lt is the yrocess of
'comparmg what was planned with what has been achreved accomplrshed during a specified
'perlod of time. . : oo : R o S

Profit making orgamsatlon begm budgetary contro] with as estimate of sales and income. .
- Whereas in the non-profit orgamsahon the starting pomt is the income derived from known-
: 'tundmg sources. -_ L o _ o | )

|
| |
1) The costs of plans. for each unit during a given penod of tlme are exr';ressed in
' monetary terms using much the same terms on accountant. _ ' o
. : S |
_ 2) All the estimates a are combmed intoa well balanced programmes To prepare these
programmnes, there is a réquirement for investigation of each plan to check thej financial

feasibility. These programmes need to be compared with the obJectlves Ultmtately, the
programmes need to support in real:smg the objeetlves . y : |

B'u_clgetary control co_nsists of th ree basic steps. T_hey are:

.




3} Fora gwen time perrod the actuial results are compared wrth the combined estlmates .

. of step two. Any significant difference between the estimates and the actyal results should ~
- erntail some corrective actlon In short the budget becomes the standard l’;or appralsmg the

' operatmg results : : R

\Stages' ot‘ Budge’tary Controi: - |

While using a budget as a teehmque ofcontrol and performance evaluatnon the followmg o
: stages need careful consideration: : :

- 1). ' 'P_reparmg a budget statement. o
2y Recording the actual performan’é'e'.- 2

3) Perlodlcal comparison betwéen. the budget and actual performance. and fndmg
' out the favorable or unfavorable dlfferences { Varlanees)

S Fmdmg out the causes for.such var Iances

5) . &rouping, these vanances as “Controllable” and “Uncontrollable” based on the-
" -causes found out. : : :

6) individual or the group of individuals for tlle%%blc or unt‘avorable variances,
“and o T s L

?) If required, rewsmg the standardly ot-'speciﬁca-tions in order to_ suit:the
~ cyclic environmental changes. . J ' L

. In the light of the above, it is clegg that e budgetary control is a continuous, flexible
and unbiased process. However, th tary control requires complete knowledge and
* practical application of the folloE:Eg fi amental eoneepts and techniques:

a) Colst'benef“t“analysis
b) Contingency approach.

c) Quantrtatlve technique, .viz., CPM (Critlcal Path Method)PERT (Programme -
. Evaltation and Rewew Techmque)

| d) .j Management Informatlon Systems (MIS)

All these concepts are dlseussed at dlfferent places in tlus Umt
' The advantages of _budgetary control are. '

i) 'Improved planning and control of the aetwltres
i)  Optimum use of resources - S
.i_li) . Ensures coordination and commumcatlon
iv) .. Ensures participation of workers and . .
v) - Ensures oontmu:ty of programmes and actmtles
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10.5. TYPES OF BUDGET

" The types of budgets discussed here arc presented as unique most often, however, a
- combination of budgeting systems is used. Although many libraries now have a separate staff
concerned primarily with budgets and the accounting process, most libraries involve a number
of employees in the budget-planning process. - Budget requests for programs or units are
frequently estimated by the supervisions most familiar with the aspect of the operation.

These include both are traditicnal approaches used by tiany orgamsatlons and the more
inndvative techniques that have only recently found their ways mnto libraries. As these new
- techniques are considered, it must be kept in mind that it is always costly to switch from one

system to another. Therefore, the advantages of a different or new system mus'I be clearly
examined before one demdes to lelCh froni the old system.

10.5.1 Line - Item

Probably the most common type of budget is that approach whicrh.ldivides expenditures
into broad categories, such as salaries, ‘supplics, equipment,operational expendifutre, capital
expenditures, and miscellaneous, with further subdivisions within these categories. Its primary
disadvantage is that items which in these categories can e designated to such a degree that it
becomes difficult; if not impossible, to shift them; thugsystn can be inflexible to |"nhovat10n.
For example,. within the broad category of “materials a pplies” it may b:econ‘re desirable -

to add subscription money for new periodicals 16 budget has been set.

There are several advantages to the Hipagitem approach. For one thing, line-item budgets
are easy 1o prepare. Mosi are done by roj%current expenditures to next year, taking cost. "
increase into account. This type oet 1s also easy,- wherein cost increase taken into -
account. This type of budget is also 8@sy to understand and justify, since it can be shown that .
'the allocated funds were Spe< Eﬁe areas for which they were budgeted. This budget is.also
known as Formula budget_. ' : ' S o : ‘ -

A commonly used and much more primitive variation on the traditional applLoach is the
lumpsum approach. - [n this form of budgeting, a certain amount is allocated to the Library,
and it becomes the responsibility of the library to decide how that sum is broken into categories -
that can be identified. These categories are usually the same ones mentioned under line-item
budgeting: Salaries and wages, material and supplies equipment, capital expenditures, and

“miscelfaneous or overhead. This might seem more flexible than line-item budgeting, Libraries
using this technique are forced to develop programmes as per the budget a[l'ocatiglpn B

10.5.2 Lumpsum

10.5.3 Programme Budgeting

- A relatively new concept in budgﬁting for Libraries is the idea of program|budgeting, -
which is concerned with the organisations activities, not with individual items or expenditures,
which were the concern of the approaches discussed above. Sucha budget is presented so that
the Library’s activities are emphasized and amount can be assigned to prograrn ‘of service
provided. For example, if a public library system provides book mobile services for the
community, the cost of the service (Staffing, materials, overhead, etc.,) is calcuthed. In this
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way one can see just what the bookmoblle service is cost!ng In brief, the programmes are
~divided and the budget is allocated as per the programmes o : '

10.5.4 Performance -Budgetmg

Performance budgeting similar to program bu&geting which bases expenditures on the

performance of activities, and services, This approach requires the careful accumulation of -

quantitative data, over a period of time. Techniques of cost benefit analysis are required to

measure the performance and establish norms. Performance budgeting has been criticised
because the economy aspect is more prominent and shadows the service aspect. This approach

is sometimes called function budgeting, because costs are presented in terms of work to be
accomplished,

10.5.5 Planning Programming Budgeting Systems (PPBS)

PPBS is a technique originally developed by Rand Corporation and introduced into the -
Department of Defence by Nobert Me Namara in 1961. President Johnson dlrected all Pnnc1pal ‘

Govemment Agencies to implement it, by 1965

functions of planning, programming and budgeting intg on® This is most discussed tool for
fiscal control. For this me¢thod of budgeting, the library

It combines programme budgeting and perform:ce. budgetfllg and combines the

to develop analytical ability to

examine both the institutional objectives and. vt programmes to meet the objectives,
Plans, especially term plans need to be prepared wWigh MIS. On the basis of plans an improved
budgetary mechanism has to be developed i%ﬁ to take the program decisions, which have

to be translated into refined budgetary decisi X
to specific operational programmes entrfying most economical ways of carrying them.
The steps in PPBS are

1)  Identifying the goals and objectwes ofthe Ilbrary
2)  Presenting alternative ways to achieve these objectives, i.e., relatmg the goals
with the specific programmes. :
3) Relatmg the programmes with resource requnrementts
4y  Relating resource inputs to budgets -
- 5) Accomplishment of programmes, whlch results in achievement of goals.

The budget reflects the prupose and itis essentlal to f' nd the relationship between amount -
and the activity com pleted

The most important aspect in this system is feedback or information supply from time .
to time to the management regarding the progress activity. In simple, the MIS needs to be
developed for continuous monitoring and evaluation.

s. In short, the broad goals have to be reduced -



* PPBS - FLOW DIAGRAM

Objectives ' —— Programs fo . —— —> Tg.rin' Plan
P achieve objectives o '
- MIS for -
- . Termkplan -
Transl'ate'__' S .'Impro.v'e__d bu'd'geting a | )
Programe deci-« _ ~—— mechanism to take < - |
sionsinto - ~ program dicisions . '

budgetary decisions

In essénce, this scien

‘which calls for systematic analysis of altefnative ways of meeting objectives. The cru

tific approach to ‘budgeting improve the decision-making [r:oces.q,
of the - -

- PPBS system is the selection of appropriate criteria for evaluating each alternative [against - -

relevant objectives, it combine the functions of planning (identifying objectives), transriLonning -

. that to a programme (activity), and finally, stating these requirements in budgeta
(financing). ' : L ” : L

~ . programs. It also allows funding fagenéieé to place

 the-effects _c')flffu'tti_ng:m'onie's from or adding m&ﬁ;t
10.5.6 Zero-Based Budgeting (Z8) ©

. Sughan approach allows the librarian to enume™ programs and assign costs to those.
gins into perspective and to evaluate

1¢ budget. .

S P Anothér.'ne'w technique of J ting, namely, Zero Based ‘Budg’e.tin-g,. has ._béen used
© primarily i industry and governm it equally usefui in all types of libraries; although ina -

very limited number of cases. The coficept was propounded by Peter Pyhrr in the early|
to revive the :‘.ih_king____com’pany,, namely Texas Instrumentsin USA. . - '

' .Accorai'r'igftd\this method, every manger needs to-jﬁStify t:he-'budg'e't fequ'eSt in

‘terms

1970s

detail -

- from scratch. It means one need not see 'what was the justification geven to a-particular:

~_ programme or activity. Every time creating it as a first step in the process, the justification -

needs to be given for their budgeting demand. To provide such justification the manager

niceds. t_Q___cxamir'l_é,.ana!ySe and evaluate every procedure, method, i_n'put's'a'nd outpl

ts. If -

necgssary modifications, deletions and additions have to be made. In addition the manager
needs to take the responsibility or justify why should we spend the money at all. That is

questioning, do we really need such an activity/programme. On the'basis of which the aéiivi_ties co

. be id-ént_iﬁ-.é.d'-in the form-of decision packages. Thes¢ packages need to be an
systematically and ranked in order of preference/importance, - - .

lysed-

"I can be understnod that ZBB is not concerned with what happened pr_evioussry but

* rather with what is required in the “uture, At requires careful analysis of activities that

.. take place in the tibrary and further requires justification for ea_c‘h unit'of work identifi

forces each unit manager and the unit workers 10 identify priorities within that unit

194 . -

hould _
L_d. It -
jfjhe




orgamsatton Doirig this and by stating it in terms and cost, forces the unit to answer the
questnona “Is it really worth it? “and” Are there any alternatives to achlewng this objective?”.

ZBB also requires thatJusnFcation of each progranime will start from Point “Zero” in
the discussion each year. This is mainly due to the fact that the expenditure incurred may be
irrelevant or outlived its uitlity., This method aims at promoting better value for money through
cost reduction by cutting down unwanted and wasteful expenditure. This ‘may be done in the
context of new developmets or new programmes with new inputs. ZBB seeks to improve the
quality of funds management by making the best utilisation of funds

Two important steps can be identified in ZBB.

1) IDENTIFICATION OF “DECISION PACKAGES” : The “Packages” identified
shoyid be the lowest unit for which budget can be prepared. It requires description of each
activity within that management unit. This process requires the identification of goals and
objectives, a statement of alternatives, the reason for the activity, consequences of not
mtroducmg the package, detailed measurement of performance and the costs of the activity.

2) RANKING “DECISION PACKAGE” l’hts setting of priorities within each unit of
the erganisation forces decisions to be made as 1o the most in portant activities within that unit -
of the organisation. Priorities of all the units are then amglgamated into one ‘pool and process
is repeated in light of the inportance to the total orgamg At some point in these priorities
there is a cutoff level,those falling below it are not d. Since this reordering at the =

organisation level involves every unit Wlthll] tl @ nisation, clear guidelines for ranking
must be established.

'Genér'al Steps in ZBB: ' Q | .
. . )

1) establishment of goat an ectives.

2) éccord pfiorities 0 ogﬂs gnd objéctives

3} identification of decision un.its. '.

4) formulation of decilsioh.packages. "

5) evaluation & ranking oféll. thesg packages in cost benefit analysis.

6) allocation of organjsational resources for closed packages.

| 10.6 LET US SUM UP

ey

: The more you know about budgeting, the better you will be abie to do your _jOb New
- forms of budgeting will undoubtedly occur, each with its own processes . By studying the’
various forms available and learning their strengthis and weaknesses, you can be more effective
in pointing out the positive aspects of those forms that could and kibrary service. Of course
you will have no choice as to the system used to report the libraries activity to its funding




*

' agency, but mtemally, you should be gwen falr]y free hand. Budgetmg isa ycar»round}-actwlty, _'
and although it is t[me consurmng, 1t cannot be leﬁ for tomorrow o : :
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‘Accompllshmg o dono sucoéésfuliy,-work co'gnp]e_te_d,a_ohi_ov_ement"g. L

Arbltrary ' _ -: not fixed’ by rules but Ieft to one s Judgement or ch0|oe
s dlscrut(onary 1

. . . i

Cnix o o ":the'es'sentla_l’o'r'déo'i_a'fr':fé Polnt AR

Emphasises - i to give special force or prominence to stress. ?

Ensﬁing' - R to oomc aﬁe'rword; .follow'ilnme_cl;:i"a'téiy"h. :" .
- Estimate L oalculate approximately; determme generally but: oarefully
. Expenditures =~ ;- The act of expending 2 spendlng or usmg up of monoy, etc. -,
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~ Formulation = 1 - 10 expr‘ess ina systéin‘atic w-ay.f' '

- Package - ) K 2 number of ltems plans etc- offered or. proposed astan: N
ORI S ':---:mseperable umt T T e e

| :'Profiles _ '_ o o Ca graph dlagram plece of bntmg, etc offered or. proposed as an -
o ' T _ mseparable unit. : : :

S ST A

Program - PR oa plan-or procedure"for deel'iu‘J with somematter _\'

‘Revenue =~ . Ia) an item or s sources ofmcome S RIS
b) (pt) |tems or execute of income collectwely

Transitional s 'a) a passmg from one condmon form stage, actwity, place etc.
' R ' to another

b) the'period of such passing.

'_-'10 9 ASSIGNMENTS

1) Prose a budget fora college llbrary w:th a stieng¥aef 2000 studedits and.400 faculty .

members ;

2_) Write detailed hote_on"the budg"etiéweSS myourhbrary E T

10._1'0'M;)1)EL EXAMIATINQUESTIONS

L ESSAY QUESTIONS

1') DISCUSS the aims aud Objeetives ofa Budget‘? :
_ .' 2) ) Deﬁne llbrary budget and d1scuss 1ts purpose from the context of a l1brary‘7 S

:3):' ' 'What are the steps mvolved in formulatron of a budget'? -

'._‘4) '_ What are the reserve and expendltmg of a Ilbrary budget format‘?

5y Descrlbe the steps’ mvolved in budget preparatlon‘?

II SHORT NOTES

il "'-'a)':f'i'.\'-.ﬁ'Propomonal method of budgetlng B T e
b)Y "'Percaplta method of budgetmg L

_ ) Programme Budgeting
- d) . - Performance Budgeting:
e): The trahsi_tion'el librarv Budget =



UNIT-11:  COSTING . _

- "__St'ructure:

11.0  Aimsand Ob_lectwes - R A
N % B Introductlon ! C o : T
11.2 . Costmg- T L o
© 112.1 Whatis Costing -~ . .
‘11.2.2 'Need for Costing = . - o :

113 Types ofCosts o R
~11.3.1 " Direct vs Indirect Costs E S ; : .
1132 Fixed vs Variable Costs. ' C R

113.3 JointCosts

1134 OVer'hEad'Costs . - |

© 1135 .Margmai Costs - -~ - e _

1136 Capital Costs and Operatlng Expense Costs R

114  Costing Techmques L 0
o 114.1 Types of Costing Exerc1ses NS
 11.42 Methods of Costing Library Se “ '_
_ 11.43 Stepsin CostAnaIysm TN S T
115 Costmg of Services in LICs - ?s — L I
. 115 Acquisition ‘ o
N - 11.5.2 ReferenceFunctio@‘ . o
11.5.3 " Library Circyion System
1154 Preparation %wgmphies

1155 Catalogumg

1 16 Role of Costing in Evaluatmg an Informatlon System
11.6.1  Cost-Benefit Analysis-
11.82 Cost Effectwe Analysus

11.7. LetUs Sum Up _
11.8°  References and Recommended Books p
1.9 Assighnment . . . -
1110 - Model Exammatlon Questlons

1L AIMS AND OBJECTI:VES'- |

i

' The aim of thls unit is to familiarize. you, wnth the meamng of costs a

“techniques of ¢ost anaIysrs and the appheatlon of eostlng in the management of
!nformation centres, : S ;
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' After the study of this unit you \,ia'il_] be able to

*  explain the meaning of cqs;[s and cx?stihg

* listout the féc_;tors that constitute colsts

® enumerate the types of costs

*®  discuss the need for ﬁsing cost .anall}-'.s.is it library and information oentfes (LICS)

explain the arcas ‘where the costing tech_niqueé coutd be applied in LICs.

11. 0 AIMS AND OBJECTIVES

The libraries and information centres are playing-a very important role in the
dissernination of information in aimost all walks of life, be it scientific, technical, economic,
financial or social activities. The ever increasing demand for information from an increasing

clicntele, coupled with the expenential growth in information is placing enormous pressure on
the financial resources of these centres: On the onc hand funds available for information
activities arc not rising in proportion to the mcreasing requirements. On the other hand costs
of providing library and information services over the last tw decades has increased rapidly.
Thus it has become necessary for the LICs to manage their reMyrees carcfully by atlocating
them amongst the various services efficiently so that they rovide a wide spectrum of
services to-the users. This requires careful plannh@ts financial resources and budget

preparation.

The scientific management of resou rces?ﬂidgct preparation is oly possible when
detailed cost asialysis is done. The proper of sdrvices within the limits of available finances
i1s possible only when detailed cost analyNglof Its various operations is done. '

Cost analysis is rccognis@u: management too! to know what each service or

product costs, fo identify variations™n cost levels, to understand the cost structure of a

programme or service and to decide priorities in sérvices. The LICs which are increasingly

 feeling the necd for the scientific management of resources have recognised the value of cost
analysis and have introduced into the management of LICs. '

11.2 COSTING

Broadly speaking cost is equivalent to sacrifices of various types. Some of these are
not reflected in the cash flows of the organisation, Thesc are the non financial costs. Here we
are dealing only with financial costs, Every produce or service has a cost, whether it is paid by
the beneficiary-or some other like the statc. We shall discuss various types of costs in Section
11.5, - . - '

11.2.1 What is Costing ?

Costing or cost accounting is the simple process of breaking down resources to the
activity being carried on and then collating the monetary cost to show the cost of the activity.
In other words it is a procedure for recording operations, times, and cnsts for various parts of
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an organisation together with a procedure for processing, reporting on, and actil;lg upon the
resulting data. - In other words the system that aims at measuring and I)mtormg progress

towards the achievement of the objcctlvos of the organisation is’ costmg

The above deﬁmtmn tclls us that costing involves col]ec_tlon of costsfor gvery job,
process, service or unit. It 1s necessary to distinguish between two types:of. Ecostu?g, :

‘i) Process Costing: Herc the cost data is related to a specific process. Lét us take an
n,xamplt, from our field. In the acquisition of a book a series of processes are involved, viz,
ordering, recéiving, cataloguing and shiglving For calculatmg the costs of individual processes

‘it is- sufficient to have a costing system about each one of the processes. - Book selection,
- ordering receiving, funds allocation, production of catalogues and indexes. mrculaflon control"
and roady reference fall under. - process dosting”. -~ : S
) Job "Coif.f}ag Here the coSt'dat'l is related to a specific item being prot:cssed In
the above example if we wish to relate costs to different. types, forms or kinds t|)f material, .
- regarding costs related to tho specific item beln}, proccsscd to be obtdmed Tho following -
come under thls catt.g,or\« ' -

.”I_)..Orde_rjng.. ) ' — . o Costmg of unlque orders standlng
T T o _Ol‘dLI‘S agproval orders. . - |

aphs, serials, n'li(f:roﬁllln,-'
pctic tapes, etc.

3) Bibliographic Work - catalogue reference, special
' ' ?\informaﬁon services, etc. ‘

11.2.2 Need for Cost.i.n._g | Q‘ L ‘ R

The costing techl i ‘@O ¢ used mainly:.

- +2) Cataloguing *

1 to find out whether the resources havo been uscd for the pmposa for v\hich
they are mtended - - & . _ ‘

i w know whether résou’rbés are being used _effcctively
'iii) to ostimate the cost of a particular activity, process or-'produ'ot_ :

In order to ﬁchlwc the first objective it is necessary 16 control the costs of output Le.
keeping the costs at the planned levél. To i improve, the effectiveness of services it may be
necossary to roducc costs by explorlng altematlvc WAYS of doing the same job.

Need fm Costlngmthe Managcment ofLICs o o B - ‘

Tradrtlonally l1brarv and mfonnatlon centres (LICS) have been providing thCLlI‘ services
free of charge. The LICs have been receiving grants from the govemment to meet the cost of
operations of their services and the situation is getting changed in recent tiwes. Further, in the-
last quarter of this century has witriessed the emergence of information as industry. They arc
interested in gettmg their investment and also sometimes make proﬁts Hence thJ*y have to
set a prtce for the services they offer In those srtuatlom oostmg of services is ncce‘,sary Let '
us uaamme this 1 n dotall T :




1) For Charging the Services:

We arc aware that LICs dre functioning both for profit and not for profit. Tn the not for
~ profit organisations also it is inbreasingly felt to recover the cost of providing certain services
etther fully or partialty. These services include photo copying, online scarches, inter library
loans. Somie LICs are asked to charge back to other user departments-of the organisation the
cost of services offered to them. Therefore, it is necessary to know the cost of providing
services so that.cost could be recovered either partially or fully, ' '

_ On the other hand the emerging entreprencurs in the information field offer information
services and products at a price which earns them a profit. Here the price includes the cost of
providing service plus the profit clement. In order to arrive at a decision regarding the feasible -
size of operations, i.c. for the calculation of break-even point, so that he will not incur losses.
The information broker or the entreprencur should know the cost of operations of various
services. :

i) Management Decision Making:

The management would like to find out the'right” cost for :

‘a) Internat comparison within an organisation . _
b} External comparison between organisations

¢} Cominercial Services ?

product and service. This gives an estimate o csources required to maintain the ‘existing
ievel of services, expanding the service curtailing some services. Detailed cost analysis -
helps the management in deciding the PNBriNgs of providing certain services which needs 1o
be included in the budget. Fixi ort Brm and fong term priorities in providing various |
services in the context of resourc h could be decided by the management. if the detailed

cost data on individual activitics is¥available.© For example whether to introduce: current
awarencss service now or later. ' :

“The prcparétion of budget for LICs %s etailed data on cost of providing cach

_ The comparison of achieving a particular gual through vartous ways 1806y possible
when detailed cost data is available. This helps in achieving cost-effectiveness. [lsin £ manual
methods or computers for information retrieval is one such area where costs play an important
role, especially in a small LIC. ' '

- The monitoring of costs of providing various services overtime helps ‘in finding out
the cause for the change in costs. For example: Are the increasing costs arc due to mereasing
personnel costs. One can review the utilisation of staff time. Too many-highly paid personnel
may be engaged in the routine functions or an employee may be performing a job in too
detailed manner than required or the person doing the job does not have the necessary skills.

By identifying the cause it can be rectified and thus achieve cost reduction,

The data on cost analysis when tied to performance, measures the cmplovees and
rewards them accordingly. Cost analysis gives the comparative cost of performing a Jjob
- internally and getting it done outside. For example the cost analysis of photo copying activity
shows the per copy cost. If this is more than the cost of getting it done outside, the management

may decide in favour of the latter unless some other non-monetary reasons are there.
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Thus costmg is an nnportant tool for 1mprov1ng the eﬂ’eetwe management of resources
n LICS o : : i N
'iii)' Funding Support'- - o o ‘
Public libraries ancl mformatlon centres depend on govemment and or quasi-- -
government for funding of their operatlons Even in the case of special LICs funds have to
come from the parent organisation since most of these LICs are only service orlented and may

not generate funds within the LICs. In order to convince the fundmg agencies re ardlng the -

continuance or otherwise of various services in the LICs; it is necessary to provide them the
" information about what it costs to provide each service. To vis-a-vis the benefits aécrue to the
community. When d: ‘ailed data on costs of various programmes are avallable to the managers.
of LICs it becomés easier for them to plead thetr case with the fundmg agencies for, mcreasmg

“the budget allocatlons for prowdmg the exlstlng services as well as for 1ntr0duc1ng nelfw SEIVices.

| 113 TYPES OF COSTS

. The costs could be classified in a number of ways dependlng on the na{ure of the .
_ elements in relatlon to the functlon . . R ‘

11.3.1 Direc—t-Vs_ Indire__ct- Costs o 0 '

.. Thedirect costs are the costs that can be ly 1dent1f1ed witha prOJect :‘er activity.

On the other hand indirect costs arc the cogts tha not be readily asmgnable to| a specific
- project or activity. All the three element%sts could be. sither direct or indirect costs
depending upon the fact that whethe co§ of using a particular element in the output is _
readily identifiable or mot. Sizer e@uﬂ the distinction between direct and indirect costs

- by a beautiful expression; ‘ongallocat®s direct expendlture ‘which can be directly
‘with a cost centre or cost unifs e apportlons mdlrect expendlture

assomated

. For example direct costs of cataloguing 1nclude the cost of catalogumg cabinet, _
_ catalogue <rds, salary of the cataloguers and the typlst and the cost of the space ‘The mdlrect
- costs incluie the admmlstratwe expenses. | :

The main char'actei'lstlcs of 1nd1rect costs: . . . B L ‘

1) . They are not dlrectly related to the quantlty of output o )
i.i)-' ~ Not controlled easﬂy ' ' _ o | '

| _ iii) - Generally not managed by the same ac‘uwty centre . : ‘ .'
iv) 'ProductsfSerwces are not directly sold: - . '_ o ‘ \

Attimes it is difficult to separate dlrect and indirect cost components since the spec]ﬁc
~ cost may be having both the eclements. The method of separating these elements 1s‘dlscussed
elsewhere i in this wnit. - _ L _ ‘

LI

- -The total cost of any activity thus consists of both direct and indirect costs. . - i
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'11:3.2 Fixed Vs Variable Costs -
. Costs can be again _c'Iaséiﬁed as fixed, variable or semi-fixed.

_ Over a given period fixed costs rémain static irrespective of the level of operations.

For example, the salary of the head of the library/Information Céntre or the rent of the building
_in which it is located. These are fixed in the sense that even if the. operations of LIC are
suspended for . few months, these costs shall continue to be incurred. o R

There are certain costs which change with the variation on the level of activity. The
costs that vary according to the level of activity are called variable costs. For example when
the number of books acquired by the library increases, there will be increase in the cost of

- engaging personnel, stationery, equipment. ' - s o

There are certain costs which contain a fixed component in it and at the same time a -
variable component which increases alon g with the increase in the activity. We come across
thistype of costs frequently in the library and information centres. A computer operator has to
be paid his salary for working during the regular timing irrespective of the fact whether he
works for one hour or the fulj day on the com puter. 1f he has to work beyond the fixed timings -
* he has to be paid overtime allowance. o ' -

- It is necessary for the management to carefully an
- with a semi-variable cost structure. By deleting a service in _
may not disappear. On the other hand by increasing the s wiCe level with an increase in the
variable cost component it becomes possible to redfice the average cost of the service as fixed -
- costs are amortised over a large number of units. Tiggefves asa useful argument for securing
- budget increases for specific programmes. .Flv@viour of these costs is shown in the graph.

45,:,'_@' E o | Variable cost
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~ 11.3:3 Joint Costs
o There are certain costs which cannot clearty be ailocated between different cost centres

» or programmes. The cost of acquiring, organising and maintaining a collection may be a joint
cost when it is catering to the needs of public as well as to the requirements of reference staff.
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By stopping core service the cost of building up' the collection will not be reduced. Allocation
of these costs between the two functions creates problems at t:mes 50 one should carefully
assess the proportlon of cost that should go into each actmty

' 11.3.4 Overhead Costs P _
The overhead costs are those costs 1hat are not diréctly refated to the uhit of} output but Ll
_ atthe same time there are essential for doing the job. For example the salary {cost} pf the head.
of LIC cannot be easily accounted to acquisition, processing or references carned' out by the-.
staff. So administration, book keeping, rent, building maintenance are essential for flie"" ="
maintenance of LICs hut the cost of these services cannot be specifically assignedto a partlculan o

activity. Overhead costs are lndlrect costs. Marketing and distribution costs, research and’

development costs are treated as overheads. They are the aggregate of indirect ]abOI.llI‘ material
and expense coqts The method of alfocation of these costs to specific activity i dlscussed )

later.

11.3.5 Marginal Costs

Margmal cost is the. 1ncremental cost of another unit of output. For example answer |
toa single query is supplied to ten persons at a time. 1f the same is to be provided to the tenth
person addition cost incurred will be only the cost of statiguery, dupllcatln;,, postage and the .

. labour involved in recording the query and senc[mg it. 6

11 3 6 Capltal Costs and Operatmg E Costs

The costs could be divided into cap%ts aod expense costs.

P Caliital Costs: Q‘ |

- Crpital costs are the c%quisition of fixed assets. In the LICs cost of.-,lthUisition
of equipm at like storage rack logue cabinets, photo copiers, microfilming equipment,

~ computers 1s well as buildings. constitute capital costs. These costs have to be amortised over’
the useful life of the capitai equ1pment If the capﬁal costs are not amortised. they distort the
picture at a point of time, :

For example storage racks are purchased for the storage of books and 1f thls cost is

- added to the cost of stocking the books at that time, the cost of stockmg the books at that
period will be higher whereas in the future it becomes nil. Ifthe cost ofa photocopier is added
to the cost of copying documents in that particular year the cost per copy during 1h15 period
would be exorbitantly high. This misleads the management in planning the budgel as well as
well in deciding on the cost-effectiveness of continuing a particular service. Hence the capital
costs are amortised over the useful life of the capital equipment.: The process ofamomsatlon
or depreciation is d:scussed in detall in the next Section.

i) Operating Costs:
These are the costs mcurred for the provision of services which include expenses '
other investment in capital assets. The personnet costs, cost of stationery, rent, electricity and

other ut:lltles fall under this category. In fact-these costs vary according to the size of
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operatlons These are the continuous costs and funds have to be prov1decl contlnuously fo -
o '_.contmue the operatmng . o L _

]n deternunmcr the capltal costs for LICs a tlckltsh problem arlses Should the'
investment on books be treated as current operatlng éxpenses or cap:tal cost’? In general
books in most of the, LICs are treated as operating expenses since there is a contmumg budget B
for the 1eqmsrtlon of books.” However in the libraries investment on books is quite huge. If --

~ -this investment is treated as an, operatmg cost*‘tlren the value of the assets of LICs w1l[ be'-_. B

drasttcallybeleduccd ST TR

' The books ha\re a useful hfe hke any other eaplta[ equrprnent and book co]leetton
~ especially in special I:brarles and 1nformat|on centres, where they constltute an mvaluable
“ asset. Hence in some LICs the i mvestment on books is treated as eapttal costs ancl then costs -
. are amorttsed ovet a perrod ' ' - : - :

114 f _COSTING _T_ECH_NI'QUES |

For a technlque to. be pract:cab]e it must be SImple to operate economlcal to run and

- able to preduce rehabie results that can be repeated at diffggent times and . different places. _ L
' The teehnlques of costmg used in LICs can be bI oad[y @ tnto two categories.” .

1) Macro Costmg

" ~In macro costing first the present cosfare determined. From these costs trends are
: estlmated and inferences are drawn regarding € Yture pattern of costs. This technique is -

B '_attempt.ed in'LICs on‘a limited scale f@t _reparatlon -

" The micro costing tech@focuses on umt costs”. Thls techmques is used to .

o

- determine the cost of providing a specific s service ora srngle unit of that service. This technique

helps in measuring the effeotweness ofa specrf’e 1nanagement dec;ston and brmging about' .
' changes in the system : : :

M[cro costmg techmque pro\ndes an approach in determmlng how Ilbrary resources- _
are used. Tt is a tool that the ]tbrary managers can use to know how the resources are spentand.
how to enhance the utility oflts services in the face ofmcreasmg costs and shrinking budgets.
The infofmation so derived can be used to make decisions or to formulate the policy. The -

effect of ehange in the system could be measured by comparrng the twor pertods namely o

before and after the ehange For examp]e the effeet of imposing a- f‘ne on late return of books
inthe hbrary ' : _ :

. ! -ll 4 1 Types of Costmg Exerclses
| 1) Routme Costmg

_ For thls exermse costmg mformat]on is available frorn the cost accountmg system that'
. _prov1des regu]ar data to, management
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: the financial Liczails for technical process from the total budget are taken and _
“procéssing costs are derived by dividing it-with the volume of transactions. However though

“inefticiency iin the operation of a‘service cannot be détegted

N ) Specnal Exerelse Costmg

These exercises deal w1th pamcular actlvmes or groups of activities’ and g

-.concemed with the costs of current operations and with estimated costs of alternatw

Here labour costs account fora maJor share in total costs.

ll 4.2 Methods of Costmg of Servnces ef LICs

_ _ Broadly speakmg there are two methods of cestmg of serv:ees of Lle v12
- and deductwe methods. . . .

1) Inductwe Method

e
methods.

inductive

i) Here detalls of costs of each and every operatlon in LICs are recorded anc: frem this,

“* e cost ot medmg each unit service is calculated ThlS mvolves the ccllectlon

cost data on regular bams

n) Deductlve Method

. Co"' fon and analysis of detalled cost data requlres Iarge resources and

* this method could give the approxlmate cost of the serviogs; but it cannot tell why
§§

| 11 4. 3 Steps in Cost Analysns

two LICs with the same amount of budget allocatiog m.
. The reasons for this could be detected only whe

Létus outhne the steps thQ_@sito take in cost analysis. -

step;. . . % . BN S B
The first step is to defifehe unit of measurement, i.c.,

. for which the cost is to be determined. This could be the cost of c:rculatmg a

-

o _'provndmg answers to a reference questlon processmg a document

The comparlson of costs cf dlfferent actwmes in various. LICs is poss1ble
their operaticns are cast ina: unlfOIm manner. Even for arriving at the costs -

- the unit of produg

iykllls Here

om it unit

it is so. The -

using this method: For example -
iffering in providing the services.
piled cost analysis is done.' | B

t or service
document,

only when
f different

_ services within:the. ergamsatlon standardisation of procedures is essential. Otherw]se different

persons-at the same time or same person over a period of time may include an element of cost
in one vategory or nther thus dlsturbmg standardlsatlon The areas where standardlsatlon is .

necessary

Rt Agreed methods of'appomonment of costs where exact analysm is
' ' economlcally Eg Accommpdatlon costs _

- 1ii)  List of library operations for companson of smn]ar actnvntles o
iv) -Units of measurement of out_put or semces. '

The list of expense and revenue heads under Wthh data. must be recorded.

10t_'poss.ible' L

nerally are o

of detailed' o



| Step-z"" .

The next step is the specn‘" cation of cost centres for each functlon in the library or |

information centre, These cost centres could be programme centres providing direct services
1o users or. the support services, whlch enable the direct programme serwces to happen

- The followmg cost centr’es could-be con_sidered as .illustrative cost'centres in LICs:

1) 'Cfrcitlation__ _ : R o
.'2) '.Refe_rer.l_,ce ST . - o
3) Bibliographic Services o o
4y Photo.c'opying Services
5y Microﬁlming Services
6) --Book Section .
| 7) ' Serial Section .
8} | "Manuscripts Section:

-9 Interllbrary Ioans Current Awareness Semces

10) Research and development - _
11) Techmcal processmg viz acqms:tlon catal ,_'i!nde_xing, etc.

12) Acqulsltlon

.'.13_) Administration o '
14) Computer Division - -~ ' Q o

_ -'T_he first ten centres are direct géramme centres whereas the 'tas_t five fall into the
- catégory of support services. T o - -

' Step-3'

e After :denttfymg the cost centres cost data for each ‘cost centre by its actwlttes have to
' be?.g‘bllected and allocated to the appropriate actmtles Data collection could be

1) On a contlnuous systematic basis collectmg the entire data

ii) On Sampling basm

The recordmg of cost data contmuous[y is tlme consummg, be51des the exerc1se itself

-

contributes to the increase in costs. -f%::_ -.

Hence some advocate samplmg techmque However sampling techmque in LICS is -
considered to be less accurate, especially due to the frequent fluctuations in the level of its
operations and output. For example, during a parfigular period demand on reference’ section
- 'may be unusually high due to the conducting of sowic"ining programmes, special projects or
s .consultancy assignments, etc: Pressure on acqunsmons also may be high at times. due tothe

. need to exhaust the utilisation of allotted funds before the close of the ﬁnanma] year.

Contlnuous collectlon of data on the other hand presents a complete plcture of the '-
- costs of the Lle Thrs w:[l he]p n measurmg the effects of procedural changes upon the'

T
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" productivity and effectiveness of the operations of LIC over a period of time. The recording
of fabour costs pose some problems. Here activity sampling is not suitabiz due to the nature of
activities which are a mixture of clerical, administrative and technical processes. It is difficult
1o decide which activity is being performed by them during a specific time. The other tradi-
tional work study methods, such as ‘stop watch’ technique or direct observation methods also .
cannot be applied to many of the operations of Iib'rary and information ‘centrés. Labour costs
include leave salary and other benefits which have an«effect on the total costs. '

Collection of data on labour costs and its measurement will be effective, if data is
- collected continuously by asking them to record the operations daily inthe diary. Tt|is easier to
gather data systematically when it is a part of the normal work routine. I¥ the data collection
becomes routine and analysed periodicaily, the employees start showing interest. They will
be able 1o know how they spent their time and what they performed. If they are assured that
the. cost data will not be used against them for measuring their performance and if all are
recording the cost data, their resistance to cost data collection disappears. For systems
‘investigation within a library and for comparison of costs between [ibraries it is n cessary (o
have a description of procedures used in each task. It is essential to inclide change over costs.
In the change over from manual to computer operated systems in large centres the cost-of
- conversion of large data files into machine readable form constitutes a major cost|factor.

~ Step-4:

ice $entre costs to the programie or
er difficult. For aflocating indirect
Fogrammes, the ‘step down® method is
trickled down sequentially to the other

The next step is the allocation of indirect or's

mission centre costs. The allocation of overhead ¢
-operating expenses and support centres to the d
commonly used. Here the costs of service centreh
service centres and finally to the programi tres.

- First the indirect operating s are.to be identified. For each eiem|cn.t of this
overhead expense if is necessary to dugide the basis of allocation. For exampk!:, building
depreciation allowance is to ated on the basis of the perceniage of square feet used for
a particular activity. Nextthe e ses of service centres have to be allocated to the| appropri-
ate programme or activity cenires. Here service centre costs are allotted to progral_m!ne centres
whereas the reverse is not done. For this reason this method is cailed ‘step down®.

SOURCES OF COST DATA:

. In addition _td keeping track of staff time the _éo|3t accol.inting system:should have
access to actual accounting data. This could be the list of expenditure by operating unit for
each cost centre and activity. Salary data is also required.

- Depreciation data is also essential to determine how much of a capital assef was used
for carrying out the operations during that particular year.. Thus the cost data on building,
furniture, photocopies, computers and its peripherals, storage equipment, eté., along with the
estimated length of the useful life of each item is necessary . For assigning fixed costs the cost
of the equipnient, interest on capital, cost of floor space occupied both by the machine and the
person operating it, capacity utilisation, depreciation etc are required.

While atlocating overhead costs it is essential to distribute’ depreciation allowance on
capital assets to the cost of the programme centres. Thus the calculation of dépreciation is
‘necessary. Once the cost of the asset and its useful life is known it might be arrived at simply
by dividing the cost by the number of years of its useful life. ' ' -

S ' ' 208




' dep"reelatlen for 1,hat years is arrived at. ‘Thisis a sumpier ‘method of calculating depreelatlon
_ though there are other methods of providing for deprec1atlon allowance But due to lts SImphcnty '
thls is common[y followed :

The estimation of useful life of an asset cauld be done elther by the LIC or follow
some ebtdb!lshed standards. In many cases the rate of depreciation allowed by the tax authorities
for different types of assets is adopted. Depreciation is calculated for the ﬁxed assets which
are tangible. In some LICs depreciation allowance is calculated for book collectlon as well

since they treat the collectlon as a capital asset. '

_ Other overhead eost's that have to be allocated are administration, marketing, research, .
etc. units. The allocation of change over costs to different cost cemres is to be done on the’
basis of an agreed principle.

The final step in cost anaIySIS is the determmatlon of unit costs by dl\’ldlﬂg the total '
- costs of the centre by its approprldte unit ofmeasurement

UNIT COSTS
The unit costs can be broadly divided in‘te._ieur tége;rieé: . - |
1) Mim’mﬁm Unit Costs: These are the costs b:@ the nominal hourly rate indicated -

for the salary of personnel assigned to the functio se are typical rates for actuaily handling
a single unit and not peak rates of work. " - :

2) Basic Unit Costs: These % the average cost pef unit of work including
nonproductive time, inefticiencies giations in work load. . '

" 3) Standard Unii C 1 addition to bas;e unit costs these costs lnc]udc ‘salory
~ related benefits* like leave s provldent Fund, etc.

4)- Burdened Umt Costs: Thcse represent the actual costs of prowdmg the services of .
the library mciudlng overh\.dd expenses. . -

_ Theoretlcally, itis possﬂ)le to caleulate unit costs for most of the aetwltles of LICs.
However practice varies from one organisation to the other so much that costs could not be
accurate enough to be meaningful. For example, the cost of indexing. The amount of staff’
time involved depends upon factors like depth of indexing, whether the exercise is. entlrely
inteilectual or partly intellectual and partEy mechamsed

. One way of obtaiiling unit costs is from programmed budget. The total cost of the
activity is divided by the number of 1tems in the activity gives average unit cost. But this is
not as s:mple as it looks. :

11,5 COSTING _OF SERVICES IN LICs

In this section let us analyse the costs of some representative activities of library and
Information Centres. The items 1ncluded are only indicative but not comprehensive. You can-

work out the details basmg on the followmg broad indications.
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1151 Acguisitions
Here both direct and mdlrect costs are m entloned
MATERIAL COSTS:

Cost of new. additlons to LICs durmg the year

i) Cost of Statlonery
~if) Cost of Equlpment for stormg materlal
LABOUR COSTS : -

- T_he-.costs of the pers'onnel foi‘ spending their time on . .

- 2 "Ordermg books, senais monographs mlcrof'hm etc. (The>e'may'be

prlced by exchange or as guﬁs)

i Recordmg requ15|t|ons from the user's and foilowing it up. |

' iii) Scrutmlsmg the order pOSltlon sendlng remmders '

“deposits.

vy Caneel]ation of orders

: i) -Sto;—iné.‘_’fthe reéeived-@' .
i) Maintenance of records ot

- . viii) '-Time-spent_fo xec&‘mg payments.
_ -EXPENSES:‘__ e ? B o

Costs of ttti]itics 'rent fol pace oeeupled by the eollectfon depreclatton on capital

assets, administrative. costs,cost of transpertation of the materla[ ae we
personnel postage te]ephone calls. _ : ' : '

| 11‘._5.2 _-Refe_rence Funetion
MATERIIAL-C'QSTS - oo gtatienety
LA‘BOUR S '_ ST Cost of the p’erso'nne'l time spent: ir

recording the query,searchmg,senc
the replles ' : -

"EX.-PENSES_ o o -_ Cost ofutlhtles rent deprematlono

computers, photocoples typing

. machmes _postage te[ephone telex.

: The time spent or unsuccessful searcl*es as we[l as the expenses 1ncurred inth
of search and sendmg also shodld be mc]uded in the total costs of the reference sec

i as the

mg \

] )

> process
ion.

V) Recewmg the items ordered on exchange gtﬁed or b) way of legal |



11 5 3. lerary Clrculatlon System ) o
MATERIAL COSTS _i)_ - _Cost of c1rculat|ng desk and other reiated tools Ilke .
I stampm;, maching, boxes, etc _' S e '
1 i-j atatlonerv for issue cards, issug Iabels ete.
i .Postage " | .
iv) -:_DeSK &_ other f_umiture‘ -

._ LABOUR COSTS: Ej . Salary mcludmg overtime allowances, of the personnel
B S : '_workm;, at the 01rculat10n desk B

i) .Shelvmg t1me .
' RO Time_for.sending notices to overdue, reservations.
EXPENSES .:- i) Computer time

. ii) - Depreelatlon of computer Desk furmture and other '
“equipment used in c1rcu]at10n

: '. o iii) Space for curcu[atl copinter and for the staff.
11 5.4 Preparatlon of Blblmgraphles _

MATERIAL COSTS D Statmn%niture recOrding-requests.

L_ABOUR R '_'_Qﬁent on recording requests : searchmg preparing, :
] _ - typtg, duplicating, commumcation like postage
_ C elephone telex ete e . : '

-_EXPENSE_S_._ o _ o Computer t:me in the computensed system space for
the staff working inthe section. Deprecaatiun of furnlture '
and olher equ:pment used. - '

1155 Cataloguing

LABOUR - | S Tlme spent on preparmg catalo‘gue cards typmg or -
: ' ' S computer prlnt out.time.

. MATERIAL B Cards computers in the case of computensed system
S © furniture for the staff, catalogue cards -etc. {Charges

‘expenditure for down loading the cataiogumg mformatlon .'

from a database) : -

EXPENSES'-_ o | N Space costs both for the eqmpment and persons
' o deprec:atlon on capital eqmpment admlmstratlve

expen ses, F
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In‘a sinmilar way costing can be dane for vdrious cost centres and their anglmdua]
activities in LICs. These include indexing, photocopying, mterhbrary loans, etc. In calculating
personnel costs for each centre it is essential to know whether persons are exclusively Workmg
for a centre or a particular activity. [f they are exclusively working it is easier to Lalculate
personnel costs since total salary and associated perks like leave, insurance, etc directly find a
_place in the fotal cost structure. On the other hand they may be. sharing the performance of

various activities in different centres. Here it is not sufficient to include the hourly wgge rates
-~ in the cost structure. Leisure time of the personnel has also to be accounted in the fotai cost -
structure. I '

It is essential to include the share ofdcpreeiation on equipment,furniture,building in .
almost all the activiti.s wherever they are used. Gift items will not have capital cost. But
: proeessmg,catalogumg,mdemng and storing these gifted document involves costs.” This aspect .
has 1o be taken into account while calculating the costs of maintaining them.

- J

"11.6 ROLE OF COSTING IN EVALUATING AN INFORMATION

SYSTEM o | | o
I | |

The purposc of cost analysis as already mentioned is to control the costs at planned

leve! and to improve the effectiveness of services by reducifgcost by selecting the alternative

‘ways of doing the same job, But these objectives have to Degcleved in relation to the customer

satisfaction. 1f the quality of service deteriorates dueg cost reduction or cost control the very
purpose of introducing a particular activity gets d§ . Hence the costs of-variou*'r services -

have to be weighed against the beneﬂtq to users™ Uhen only the costs could be|justified.

" However, it is not an easy exercisc. Cost-beggfManalysis and cost effective analydis are the
two methods generally used to'meas e benefits. . _ ‘
1161 ‘Cost-Benefit Anaif8is (CBA) - |

It1s def'ned as a systemat{c comparison between the cost of carrying out a service or
activity a «d the value of that service or activity guantified as for as possible,all’ 'costs and
benefits (direct and indirect, financial and social)being taken into account. The benefits include
short ahd long term, beneficial and adverse, tangible and intangible to all persons and groups

Clikely to be affected by an activity. However, the value of this appraisal depends on how
eompletely all these effects can be identified and the extent they can be evaluated in -
comparable terms, Due to the problems involved in listing outall these benefits it is presumed
‘that CBA has some utility as supporting evidence for certain kinds of decisions. Any attempt
to develop a comprehensive framework for demmon makmg the costs of cost- benefit analysis
becomes prohibitively expenswe - '

CBA studles are detailed and complex, re]ymg on detailed and reasonablv accurate
costing. They are also based on broad assumptions whether benefits assessed are proper!y
. related fo the needs of the ctientele. The availability of services and the users’ expectations of .
* success have significant impact on demand. CBA is also based on subjective eva]uat'on criteria
which are dlfﬁcult to assess. The data « vilected may not-be truly representatwe '

CBA is a specific application of economic analysis to non- market activity. It is an
analytical examination of costs and benef ts of alternatwes designed to meet specificjobjectives
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under various circumstances. CBA recognises the existence of multiple objectives andsuggests
that the trade offs, the extent to which meeting OfDI"IL objective icads to faiture in meeting the

other ohjcctwe must be specified clearty.

11.6.2 Cost—Effective Analysis (CEAY - ' ’

Tlhis analysis i1s a praclical variant of CBA.. CEA is a method of finding either the
cheapest means of accomplishing a defined objective or the maximum valuc from a given

expenditure.

Lancaster resorted to cost-effectiveness as one of the criteria for the evaluation of
information dissemination and retrieval systems. CEA can be calculated only when objectives
as well as the crileria that can assess to what extent these objectives have been achieved are
cleariy defined. The user criteria inciude coverage,usability,recall,precision,response
time,presentation and user effors. ‘The management criteria include the criteria of systems
operators, of the immediate administrators of the system and the criteria of top management.
In.cost-effective analysis it is necessary to know the variable costs besides direct and indircet
costs. For example with the increase in the number of reference questions ta be assured,unit

- cost of the reir-ospcc!tivc search comes down.

For the relationship between cost and benefit showsgvhether the existence of system
is justified or not. As already mentioned it is difficult to uai \[v benefits. Lancaster identi-
ficd four broad benefits;

i) Cost savings is using the system paréd with the costs of finding the.
~ required information elsewh ' ' .
iy Avoidance of loss of pr ctivEy

iii)  Reduction in the level oRgersonnel required to make decisions

v} Stimulation of in n. ' . B

. Atany ti'me it is difficuit to distinguish the relationship between cost and effectivencss
and the reiatlonshlp between cost and benefits. For example, by reducing the average number
of index terms assigned, average indexing time per item and thcrcby average input cost is
reduced. This influences the effectiveness of the system. On thie other hand it may increase
the average precision of the system which itself is a benefit. Thus costs, performance and
benefits in ru]atlon to time are balanced. '

In the context of dwindling resources. it has become necessary for the tibrary and

- information centres to use of cost-benefit and cost -effective analysis. This aids them m .

justifying their c]aim for better resource allocation.

11.7 LET USSUM UP

TFor the preparallon of budget and planning various services the knowledge of the
costs of cach of the services provided by the-library and information centres is ¢ssential
irrespective of the fact that whether information centres are working for profit or not-for-
profit. The cost analysis is also necessary for pricing the products and services WIth an element
of cost or only at the cost recovery stage.
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- The cost analysis helps the m:an_ag:ement in'com'paring the costs of provid

ing various -

services within an organisation or with external organisations. Ifaservic. costs less by getting
it done from outside than providing the in-house service the management may prefer to have
it done from outside. Cost-analysis helps in monitoring the costs of services overtime and in
finding out the reason for the same. With the detailed cost analysis the LICs can L:ut up their

- claim emphatically for funding support. Costs of an-activity or service include bot

i direct and.

indirect costs. The aliocation of overhead'costs toindividual activities presents somge probiems..

Nevertheless in order to arrive at the accurate: picture of total cost as well as the
assignment of overheads to each service is essential.

nit- cost the,

The costing could be a routine costing exercise or a special exercise in costing. It'is
“necessary to identify cost centres in LICs and then calculate the costs of individual activities.
o arrive at unit costs. - The collection of cost data on a continuous basis is thus essential.

There are limitations in the collection of cost data. In order to achieve computability and’
-comparability it is essential to define the measure of activity. Cost analysis heips in evaluating

“the cost effectiveness of the mtormatlon system and helps in relatmg benefits of
with the cost of its operatlon '

the system’

In a nutshell, cost analy31s isan mternal tool for monltorlng costs’ and productmty, i

_ detectmg extreme varlatlons and a plannmg tool for budget preparallon

11.8 REFERENCES ) o \\_)

. COST. ING am':f'the Economics of library and In@iqn Sérvicels* led by Stepher

London: Aslib, 1984 _ ? o o L
FLOWERDEW, A D Jand Whitelw Cast—eﬂect:veness and cost-benefit ana!y.sn in
)

' _'Information Science. London: Lond¥ School of Econiomics, 1974..

A Roberts; |

The M‘IRKETING of L:brm%{nfofma!fon. Serv_ices 2/ ed by Cronin Blaise. _L_oﬁd'oh: '

Aslib, 1902

v

1975,

WILSON. R M §. Cost control Handbook 2nd ed Aldershot Hants England (rowel ?uui

"-;11 9 ASSIGNMENT

Calculate the total costs meurred on the followmg actwltles of your llbrary:

i) Inter-library Loa_ns _
i) . Current Awareness Service, and §
- iii) Selective Disseniination of Information -
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1i.11 MODEL EXAMINATION QUESTIONS

L ESSAY QUESTIONS : e 0 : N
) Why iscosting required in the managel‘iibrarie_s and information centres.

2} What are the elements of costs? D%ish between direct and indirect costs?

3% Outline the steps in cost an@.~

4) How overhead cost@alcu[at\ed‘? How are they assigned to individual

activities?

5)  What are capital costs of LIC and how are they amortised?

6)  How costing is used in the evaluation of information systems?

{l. SHORT NOTES

a) Cost Analysis
b) Cost-Benefit Analysis

¢) Marginal Costs
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12.0 AIMS AND OBJECTIVES |

This unit introduces you to the concept of marketing and discusses the relevance of
. marketing approach to the field [ibrary and information scrvices and the various| steps involved
in marketing information products and services. ' ' '
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After the study of this unit you will be able to

) define the term ‘markcting"
® explain the need for m'uthmg approa.ch in the dissemination of mformat:ou products,
and services :
. explain the importance of marketing research and analysis in marketing of information
products
8 design a marketing programme for library and information preducts and services
. ® work out pricing of information products and services,

12.1 INTRODUCTION

* In recent years marketing of information products and services has become a popular
topic. Though not explicitly stated the practice of marketing is not new for special librarans
and information specialists. The marketing of library and iiformation services has its beginning
in the last qudrter of 19th century with the introduction of referguee services by Samuel Green.
- Dr. Ranganathan also recognized the importance of markefing ¥ library profession. Let us
recapituale his five laws of library servige. - - K

1)  Books-are for use ' O '

2)  Every Reader histher books

3)  Everv book its reader Y‘ :

4)  Save the time of reader and of tie hibrary

5) A library is a growing organtgiiolr”

These la.ws ENCOMpPass ihe n@g strategy for libraries laying strcss on the need tor
__matclung the user requircments with the librartes resources. . '

Traditionally librarians and documentalists bused then activities on the belief that their

" clients know not only what the libraries have, but also know how to use inforimation effec- -

- tively. But the rapid developments in science and tec hnology are inter disciplinary requiring
information cutting across many disciplines, put pressure on information centres, The managers
.of mformation services in library and information centres are expef‘tc,d te be proactive to

‘information needs and demands of the users rather than reactive. To play this proactive role

effsctively and efficiently it has become necessary to provide new products and services io its
customers. The latest technological developments in the field of computers and
telecommunications have greatly mfluenced the acccssibi‘ity of information across the, globe.

- Awailability of on-iine services like DIALOG, EURONET, INTERNET, INDONET, ERNET

eic have widened the choice of information qeukers thereby h}mg emphasis cn cooperation
raﬂ1er shian acting in isolation. :

On the ofhei hand costs of mformation colles: m}n and dissemination are nreasing
‘whereas on the other financial support has not keg:v pace with the increasing costs. With the
search for finding cost effective and income yielding avenues the need for marketmg ay p?mmu

' felt in this profession as well.




12.2 MARKETING CONCEPT

Many people cquate marketing with selling while some others: consider it as.
advertisement or promotion. In reality marketing is not simply selling or promotion, but inchides

~ anumber of activitics. The concept of marketing has becn defined by a numbey of people in as

many ways. Let us have a look at some of these definitions so that you may kndw how different
thinkers perceived marketing activity., '

'"12-‘2-.1 Déﬁ,l'l_itions S -. ' - S | .

. hospitals schools and muser .y engage in some form of marketing.

Accordihg to Philip Kotler ‘h&ar]keting- 1s the analysis, planning, implementation and

- control of carefully formulated programmes destgned to bring abont voluntary exchange of

values with target markets for the: purpose of achieving organizational objectives. Marketing
mmvolves the organization in studying the target markets’ needs and desires, designing

-appropriate products and services and on using effective pricing, communications and

distribution to inform motivate and service the markets.” According to him “Marketing takes -
the focus off the products and puts it on the users necds. Products are devcloped from the users
r . . 51 -

point of view, not the producers”.

Zachert and Williams (1 986) held the view ghat arketing s planning that focuses on -
products, place ‘or.mode of delivery, adjustment of ¢ price to the market and promotion to _
specially targeted segments of the special li 15 market” ' :

For Goldlas (1979) “Marketing gnihe process of creating value through the creation of
time, place and form utilities” - o : '

According to Ohio Univerh 63) “Marketing is a social activity providing complete
satisfaction of human busipe® and Sublic wants, and to the sometime provision for the highest
attainable degrees of utili® @ of our technological and humar resources”

According to the Chartered Institute of Marketing “Marketing is the management
process, responsible for identifying, anticipating and satisfying customer requirement

profitably

In the context of marketing of ‘information services to US Department bf Commerce

“Marketing is a planned approach to idenvifying, attracting, servicing and gaining support of

specific user groups in a manner that furthers t]i_e goal of information services and the
orgamization” ' : '

Marketing, in its general definition, is the directing of the flow of goods| and services
from producers to consumers or users. It is not confined to any particular type| of economy,
since goods must be marketed in all economies and societies except perhaps the most primitive.
Marketing is not a function of a profit oriented business, even such servic mstitutions as

12.2.2 'Chai'acteristics

All the above definitions show four distinct, but inter-related aspects of marketing.

Broadly these are :




i} - - Marketing as an attitude of mind.” Market Orientation™ is a staté of mind which

penétrates the entire organization. The existcnes, survival and growth of an organization depends
on its ability to give customers what they waat. In the larger organizations the' customer is
most likely to be excluded from the decision making process’ hience therc arises the need for
developing appropriate sysienis and organizational structure to keep track of market needs.

1) Marketing is a way of orgonizing Business | The organization should build a
structure that enables it to deliver goods to the satisfaction of the customer. Organizational
-structure and design are critical for successful marketing, ' ' :

'iii) Marketing is a range of activities : The marketing activities cerntre around market

1v) * Marketing as the producer of profits : According to Peter Drucker ouly marketing

 and innovation Pproduced profits for an organization and ali other areas are regarded as only

. costs. Profits are generated by markets i.¢ the willingness Of customers to pay the right price
for the right product / service. . -

Marketing is thus a dynamic on-going management process. It is about satistying
customers. It is necessary to strike a balance between customers needs: for value and the
organization's need for profit and efficiency. Marketing is the task of finding and stimulating,

“buyers for the organizations output. The old pon'ce'pt of marketg:' Iy D ‘pushing products’ has

given way to customer satisfaction engineering. This lead to ordagi attonal marketing,

123 MARKETING OF INFO;RMATI@ERVICES AND
PRODUCTS B \

Traditionally to a large extent inform faas: been provided to the users cither freely
or at a nominal cost because the fundg for Maintenance of LICs were provided by the
government. There were. different opiffighsyabout treating information as a resource or a
commodity. ' oo '

12.3.1 Information - Is it a Resource o? a Commodity?

- Information transfer and dissemination have ba_ch considered as essential inputs for
-research and developmental activities in the developed countries. Rapid industrialization of -

economics and global networks in economic and commercial activities have enhanced the
importance of information as an essential mput in production process. -

‘However information differs from the other traditiopal tesources in the following ways:

i) ., Information is intangible. It is not quantifiable and hence is not possible to apply -

most of the ideas from the economic field and is difficuft to determine iis vatue.

1) . Information is a non-exclusive public'product which can be passed from supplies -

to recipient and still be retained by the supplier. -

i) Infonnatiox__l does not deteriorate with usage, but with time it may Lecome obsolete. L
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iv)  Information is heterogencous and includes facts, benefits, judgments, opinions,
advice, misinformation, propaganda eic. '

Information has value-in-use. It helps in production process without swhich the final
commodity could not be produced. Eg. Without the information being provided by patents it
is not possible to improve technical skills and produce a new economic product. Comparative
information gives state-of-the-art which prevents duplication of research and the concomitant
.costs. However unllke in the case of other resources it is very difficult to measure the value of '

the informatien resource. The value of this resource at best may be expressed in terms of time
saved or the other resources conserved. : '

Thus, information has become the fifth (resource) factor of production whereas land,
labour, capital and entrepreneursship are the four traditional factors, Since information is vital
to.the economic, cultural and social development of human beings it has started recciving
- special attention as an cssential resource. It 1s not only an important mput in. prodluctlon process,

- but also an essential part of demsmn m'1kmg, management and control.

John Diebold cnumerates the following sumlarlties betwr*cn mfomlatlom as a Fesource
and other FESOUTCES: '

1) . Information has-valuc | Q RE L |
2) Ithas identifiable and measurabjgaghar wéristics like atility, different forms and.

media by which 1t is gener @ andled and processed and|it has a cost of '
acquisition. -

3) It passes through h E

" 4)  Substitutes apegvail@ole J o _
3) It is an cxpengre for which standard costs can be,dcvcloped

6)  Information functions can be integrated vertically by buying and processing Faw
data - ' v

-7} A cost benefit approach can be warked out at éagh point in collection, haﬁdliug,
dissemination: ' o o .

~ On the other hand information is used to create more information, thus giving it an
* industry status. It is difficult to define an information service or product. Acg ording to Porat
“the end product of all informatior service markets® is knowledge, ‘putting | knowledge into
work’ is possible only when there is accessibility to information. A uommf)dlty is a thing
which s bought and sold directly or indirectly and the mformation fulfils these criteria.

The products and services gmerated with mformatlon content a.s the input are the
miformation productb and services. Thase products and services are varied i in nature and.each
product and SBI’VICL. has its own pccuhan!:y The different types of iaformation products

' (commodmes) are given in detail in section, 12. 7.4

-
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Thus information is a resource for the industry and a commodity for the consumer. It is
a tradeable commodity which helps in problem solving besides helpmg the management in
planning and controliing business opuratlons effccn\felv '

12.3.2 Need_ for Mar_keting af Information Products and Services

{n the introduction (Scctlon 12.1) it was mentioned how the information managers are
expected to be “proactive’ in meeting the growing demands of the users. In library and
information field marketing is user oriented rather than product oriented. The need for
information depends on the context in which information is sought, Many a times a routine

- response 15 enough to solve the routine problems arising in the organization, There are situations
where information is sought for limited problem solving, On the other hand there are situations
where information is required for extensive problem sclving. Different strategics are required
to meot the needs in each of these different situations. Broadly the following may be considered
as the main reasons for adopting markctmg strategy in library and information professmn

i) The market for information is cxpanding. The expansion is in terms of number of
users as well as increasing demand for a variety of services, placing pressure on the existing
resonrces of library and information centres.

i) - Potentidl market for the existing products anhgervices has to be cxploited so that
its resources could be put to optimum use.- '

potential users about the information
Tss awareness exists about the ay. attabulity
of various resources, especialiv the new a ut:lizatlon becomes limited. For example
business information is growing fasgepf™wa _‘ncss about iis avaﬂablhty In time 1s essential for
reaching those who need this type natlun :

iy There 1s a need o inform existidl
available with the librarics / information cegg:

_M

B

vy So far informati mostly supplicd by public sector. But now competition
from private sector has emerged¥with the entry of information brokers. Thus the element of
competition has emerged in the profession. In order to face competition and survive in the
marketing approach becomes essential. :

v)  The problems faced in designing information system is two fold. Selection of -
document and / or data at input stage and creation of information of file that suits the
reguirements of users posc problems. In order to solve these problems one has to understand
not only the specific requircments of clientele but also the forms in which these specific
requirements could be satisfied. The miarket approach helps in undersmnding these problems.

vl)  Resource attraction: On one hand demand for the existing info r1nat1011 SEIVICEs 1S
increasing and on the other the reed to introduce new serviccs is also i increasing. To meet the
increasing demand, especially when the cost of information acquisition and processing is
increasing more funds are required. On the other hand budgdtary allocations in the budgets of
the orgar:zations as well as government is not rising proportionately. The requirement-
economy, efficiency and c,ffectwcneas in converting resources and offering the. same n_public

_ mstrtutlons have important Impllcatlous for mar ke’ung of library and information services.




~in relatton to expected environmen

'12 4 MARKETING OF SERVICES

Marketmg of services presents some speclf'c problems Flrst, fat us, ask what'

lS&'

~ service ? Rathmell defined a good, as a thmg and service, as an act or a deed, performamce or

an effort. Unlike in the goods market, in‘the servicés market the customer has little evid
of what he can expect. Many a time a service pr oduder has to produce his services unde

ence
r the

watehful eye.of the customers. Eg. In the information field the reference service or o line
search. There, ‘may be differences of opinion between the customer. and the suppher on what
_ constltutes quaitty service’. The foIIOng charactenstrcs dlﬁ'erentlate aservice from a product

| i_) .Intang:bthty Often the service cannot be touched seen, tasted smelt or heard

u) - Inseparabz!:ly The serwce is often in separable from the sellers ’

iy Heterogenetg) Srnce the service is dependant on the prowders of serwce

it _is

- heterogeneous (varlablhty in performance) It is extremely difficult to achieve -
standardization and quallty control Thls in turn poses problems in costmg and

o _prlcmg

' '-;._iv) ' _Penshabdtty Serwces oﬁen cannot bc stored or stocked eg Radlo news bulletin's. I- N

V) Omershfp Semces often prov1de access but apt oWnersh:ip._'

125 MARKETING STRATEGY -

Accordmg to Philip Kotler marketmg st?" is the m’arlcetin'g 'ioéic.hy which the ™~ -

. decisfons on the organization’s marketing re, marketing mix and mar ketmg allog

business unit expects to achieve its marketinggbjecves Marketmg strategy consists of mjlking. '
L)
d

- process by which the organization
- market activity. For formulatmg the i
of the followmg

es its business objectlves and business strateg}

' By Wh_en'-al._'_e_ we t_.ryihg.to reaeh_(.the t:lype,of.custohi'ers) _ .i'
. 2y | “Wha:t are their in‘t.erests. . | | |
3) 'What l)roducts and services can we create to save the|rlt11terests‘7. _ o
4y .Under what cond|ttons can we offer produ.cts and ser\nces'? : S
. ) 5) ':How to. commumcatelwtth the customers '7 |
12 5 l Orgamzatlonal Analysns |

Ph1|1p Kotler proposed orgamzatlonal a.nalysus in preparatlon for tha.. develo;:ment
marketmg strategy The orgamzatlonal analysis compnses ' - :
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A) Market Analysis:
~ Since marketing is the task of finding and 'encouragmg buyers to take up the firm’s
output it is necessary to analyze the market for the products and services. The matket is analyzed
based on the information gathered ﬂir011g11_nlarket research. :
Maztket analysis should be able io answer the following questions:
D What important trends are affecting the market?
2)  What is the primary market?
3} What are the major market segments for the panicular'.product?

4)  What are the needs of each segment?

5)  How much awareness, knowledge, interest and desire is there in cach market
segment? ' : ' '

- 6)  How does public sec us as well as our competitors?

7)  How do potential ugers learn about us?

8)  How satisfied are our éurrent clienO
B) Resource Analysis: '

1) What are the Tesources a\: !'lablgwith us to meet the demand

2) - What is the mix of servidd and products we offer 9

3) Can the existin Mmation Iesources and the infra structure eet the
requirements of the sent and potential clients 9

4)  What Opportunities do we have to expand financial resources 9

‘The resource analysis should be abje to answer the above questions and find out the
strengths. and weaknesses of the availabl_e resources. :

O) Missioﬁ Analysis:

This is about the analysis of the objectives of the service, This analysis throws light on;,
1) Business.mission - what business are we in? | |
2y Wi aré the customers? - _

3) Needs targeting which needs are.wc ttjdng to satisfy?

4) Marketing targéting - which segments do Wwe want to focus on?

3) Who are the major competitors? |

6) - What 'compétitivc benefits do we offer to target-market?
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12.5.2 Who should use Marketing Strategy 7

According to the modern marketing concept all organizations must develop appropriate '
products to serve theix customers and use modern communication tools to reach consumers. -
The need for organized masketing is felt even in non- ‘business/not-for-profit organizations.
Generally the success of an organization is measured either by profits in business or services
satisfaction of customers and serving mors customers. Non-Profit organisations give importance

to
1) Re_sourcé attraction: Financial viabﬂity of these organizations dépends on resource
attraction rather than resource allocation. : '
© i) Resource allocation between _differerm goods and services: This helps in correcting
the imbalasice between supply. and demand to ensure. financial viability of the

organization since self-connecting mechanism is not found in the non-profit
. sector. This is somewhat analogous to product policy in business.

12.5.3 Aim of Adop’ting Marketing Strategy for L&} Products

Achieving maximum retum for the effort employed is the aim of rnarkcting strategy.
The library and information profession is going mn for the. eting strategy with the aim of
achieving’ ' . : : C '

1) -~ Promotion of information with wide aithout reference to a particular group: .

of users _ -
- . . .- ) . : |.
2)  Promotion of informati@ reater use Dy increasing awareness of its
on : : _

availability eg. Informati ravel and Tourism

3) . Highlight _ ype of infom'lation introduced for the just time to make
more people aware ot It Eg. Market research reports ' : o

4)  Putting more effort for attracting more of the identiﬁable:groups of customers
and encouraging to use the library and information serviges, eg. small firmis who
need industrial and technical information. o

Information is a cooperative product requiring meticulous _attention to market strategy -
and market sensitivity. The necessity for using marketing technigues and tools to exploit the
opportunities for expanding its service network is now recognized. C - '

12.6 MARKET RESEARCH

Market research is the systematic analysis of consumer characteristics. bshaviour,
lifestyles, needs, wants, demands and preferences. The analysis provides reliable data on how

" its actual and potential users think and act. This in tuwn helps the organization.

i) - To improve its customer orictitation and ,targt_:'ti_ng _
i) To reassess its product range and distribution chanmels
i) To refine its pricing strategies : .
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iv) To provrde cubtomtzed products _ S
'v) - To identify new product deveiopment opportunmes '
) To attract its oomp“tltors ma ket Share L -

s 12. 6.1 Techmquee of Market Research

. Tradrtlonally quantttatrve teohmques are used ‘which. mc}ude market surveys Mam
'approaches 10 data collectlon n llbrary a.nd mformanon ﬁeld are - . o L

ca) Observatlon _
b) - Questlonnalre
¢) ' Imterviewing . : Con
- d) User statistics at the Issumg counter

| Whtch method or combmatton of methods is employed depends on the nature of problem, =

" resources available and character of datafmfonnatlon sought. Quantitative data is collected is -

- with how and why user studies are conducted Sa

. the ‘community, or it can focus on theneeds

g - analysed and’ presented of late qualttatlve methods are combmed wrth the quantrtattve
' Ia.pproaches : - :

:-12 6 2 Applrcatlon of Market Research I‘echmques to Informatlon Servnces' :" '

"The appllcatlon of market research techmques to 11b d mfonnatron- smence.prod_ucts
- and services.is well established. These aré generally ref: user studies. You are familiar

user study can be global concerned with all aspect rrent provision and needs throughout -

specitic sub-group, eg: b_usmess commuuity,.

L mdustrles

Mark‘et res'earen is thus is a me: | nng demands needs and levels of sat:sfactlon-'
es ‘data upon which a marketmg p!an can be bunt_. o

* ‘among specific market segments A firm:3
- that could eﬁ'ectwely meet the requlrements

12 7 KEY ELEMENTS IN MARKFTING STRAFEGY AND -
_THEIR APPLICATION TO LIS .

K 'Some of the key elements m marketmg strategy can be 1dent1ﬁed as - -

= l)- o Market Segmentatxon

2} . Market Positioning
_ 3).  Consumer Analysis .

o .4) : _'Marketmg Programme

" 5) .- Evaluation of plannmg and. SV
- 6). g 'Implementatton of the marketmg programme '

Now let us dtscuss each of these elements in deta.tis anr‘ then appheatton for markﬁmg"' o
of mfonnanon produets and servwes oo . .
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12 7.1 Marketmg Segmentatlon

Marketmg segmentatlon has spemﬁc 51gn1ﬁcance for mfonnat:lon profesm
' segmentatton states that ‘a market place consists of individuals, some of them h avit
~ for the products / sérvices of the organization i varying degrees. The process of def
- the proportion of individuals already demandmg services and the proport.lon that will
. interested is called ‘market segmentatlon Thus market segmentatlon 1§ nothlng but id
% categories of customers who are meamngful in relation to the organization's structus
h of work performed by each group and the pnontles of the orgamzatlon ‘ :

The purpose of market segmentatxon is

D To 1dent1fy and choose 1mportant customers

2y _"".'-To 1dent1fy opportumtles for developmg new products and servnces

. 3 "_'To recogmze the change in the market place '

E : 4 - To focus servnces toa clearly defmed market'.'

-+ -the all inclusive Current Awareness. ina research organlzc
i--not be useful. On ' the. other hand *_sélé dlssemmatlon user

- 5) 2 'To demgn and dlrect promotlonal activities fi speciﬁe segments For
Silcb
i dmsermnatlon may be ]:ughly beneﬁ a

6) "1 (s} formulate pollc1es regard lmary user groups and thelr requm
L '-relatlonto costs, pnemg d re N :

- .._..7__)__;.; _.To" make aceur'ate compagons With the com"pétitors.

. Market
g aneed
ermining-
never.be
entlfymg
e, nature.

efcarriple .
tion may.
-onented

sments in

' The'major merket for in on products and serwees comes from orgamzattlons and

. the. indivituals who work for them. These are engaged in a variety of activities

including ..

~ - collection : nd. orgamsatlon of mfonnatlon manufacturing or preparation of produotst finanice,

. services and distribution. There are many individuals who use libraries for, persor

~than work related reasons. There are people desiring to have consumer ‘informati
. investors, those preparing for job interviews; those who need maps, timetables, etc,

users are government departmeits, journalists, consultants, _marketing managers, mjrormatlon.
becomes

advice agencies, students, teachers, professmnals like doetors trade unionists. It
impossible for individual libraries / information centres to cater to the information ne

. these types of customets. Hence catego~zation of different classes of customers is 1

* that each mdmdual hbrary can P1all to serve a parheular category / categor-es
: _'effectlvely S :

For eategonzmg the users one has o obtam the mformatlon 11eeds of the peq
_user studles prowde us. thls mfomlatlon The followmg types of segments n ge
.1den1:1f1ed Ce

_ a,)._' Geographic Segmentation: The most common basis for the segmentaty
~ customers is the geographic' variable. When planning the market it is necessary

al rather

The other

eds of all
NECesSary-
of clients .

)pl_e. Our.
neral- are

on: of ' the

1o decide:

on; small - o



whether the aim is to serve particular town, city, district, state or region or the entire country.
_This is particularly applicable in fie case of public libraries and inforraation centres. This |
segmentation improves the ~cheduling of book mobile services. It also shows high usage rate
for a particular service / product in a certain area as well as high concentration of abuse of
service. : ' '

b)  Seginentation on the basis of Demographic Variables: Market is se gmented
according to the variables like age, sox, imcome, occupation. The influence of these variables

on information helps in identifving the users and non-users of certain information setvices .
and products, ' ' : ' s

©)  Volume: This is based on findi ng 'om: how fnuch percentage share of population
in each group account for how m uch share in the market for a particular service, This indicates
the direction for budgeting future services, both tor expansion or for curtailing a particular
‘service. ' o ' o '

- The above three types of ségmentation focus on the de_s;:riptivle factors rather than causal
factors. Thus the above approaches are not of iriuch help in having an insight into the future
behaviour of the market. : ' '

&) Benefit Segmentation: This approach to segrintation is based on the belief that
people use a service or product because they wish criye some torm of benefit. Thus
consumers are first analysed according to the begafits ¥ are secking. Having identified
these ‘benefit clusters’ they are further classifiedb basis of demographic characters such -
as age, attitudes, behaviour patterns, then opinionhedfhit library and information services and
any other descriptive characteristics that co er useful insights into better understanding
of these groups. Thus a segment is defined bkthe principal benefit it is seekivg. Most people
~ seek multiple benefits. However it i lative importance of a benefit to one group versus
another group that isolates that segmeM Benefit segmentation recognizes the limitations of -
an exclusively product-orientd ach to marketing. So it prefers to promote a produet in
terms of what it can do for, or wiyg#in which it can benefit, the customers,

The academic libraries categorise clients’-accdrding to academic factors like disciplines,
teachers, students, etc. Special libraries use factors like internal structure of the orgaisation on
which it is serving, the orgariizational positions of the users, mission of the information service,
etc. - ' N

_ Benefits always should be defined from the users"point of view. ‘Viewing with purpose’
of the'iibrary users is the simple and inexpensive means for library and information services to
geaerate useful data about their customers and their operations. S

1272 Market Positioning

After identifying the markets and their sizes the library and information manager picceeds
~to prioritize groups of clients and types of services he covid offer, keeping in view the fotal
' information resotirces avaitable to him within the organization. This process is known as
marke positiohing. It results ia policy decisions abui the primary client zroups, about the
expenditure on library resources in relation to each group, who pays for service, what proportion
of cost must come from what source, and policies about what Servﬁ:{‘fs shiall be left & tha
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. for the delivery of information products and services. Consumer a.nalysrs surveys wi

- about how to customlze the dellvery and promotmn of the ser\nces

' compennon After formulatmg pohcles on these ‘the- mformatlon manager w1ll be able'to; L

. B establxsh both short and long range goals o

1273 ConsumerAnalys:s S - _:f' b

_ Consumer analy51s is the detailed study of the charactenstlcs and mformatlon seeking:" '
behav1our of the users. User Suiveys. generally prov1de data on these aspects. As you areq
‘already familiar w1th mechamcs of user studles, we shall not be gomg 1nto the detarls of these
technlques s - : : :

_ Consumer analySIS helps in fi ndmg out the homogeneous subgroups the s1qn1f' icance: " -

 of the needs of these subgroups in relation to the organizational objectives, their p ferences .
fl provide -

-~ information for choosing between optional desrgns of the same service, especially when the - -

- options represent different cost levels. Consumer analysm Surveys also prowde ml formation -

Thus consumer analys1s is the sine qua non of marketmg The data obtamed through
.~ consumer analysrs prov;des the basis for plannmg a marketmg programme ' LT

.' 12 7 4 Marketmg Programme _ __ : 0 L :

R The purpose of marketmg programme is to'a'te' a custortised plan for the optimum |
: _mlx of products / services, price and cost, place or

" managers cannot. ¢laim. themselves tolig enggged in. marketmg The marketing pri gramme
' tradltionally is assumed to hiave 4 Ps (0 Repduct, Price, Place and Promotion. Of late 3 more -
Ps are added. These are People ?Esw'_ environ ment and Process Polloy Now let us di

- these Ps in detall

MARKETING PROGRAMME

MARKET]NG MIX —
propuct || [promomion|. | [ prace | | [PricE |

| PEOPLE | | pHYSICALEVIDENCE| ~ |PROCESSPOLICY|! =

o dé of delivery, and promotion of products
[ services within the organisation as well as Wlthout this plan library and i information = '



L Pro'duct'

Product isa package of benef' ts. The prod ucts could be physmai products Or servrces or .
- ldeas Any product or service broadly can be sald to have three components ' -

'- i)." Care Component Thls refers to the physrcal product and its. tunctlonal features .

iy Packagmg Components - These features dlstlngulsh a product from others havmg
" the same core component. Trademark, brand names, design features, style etc come under this . .

. category. Customer contact, staff attitudes and staff appearances are additional elements The *

latter p!ay an 1mportant role in marketmg mformatlon products.;‘r services.

m) Supporr Serv:ces Component In the marketlng of goods avallabrllty of su:table _
“support services like repairs, maintenance, installation, dellveryterms are important. Coming -
to the services access to service points and staff dlscretlon are very important. In our own

mformatlon profession support services like updatmg of the existing information, using .

- com puters for provrdmg mformatlon etc. form an 1mportant component

; General]v the orgamsatlons grve more 1mportance to the ltern (1) whereas from the_

- ..customers pomt of view, (n) and (ru) are more 1mportant ; -

= i Product range (or mix) helps the orgamsatron to di tiate itself an_'d its.marketing N
- effort from it prime competitors. Accordmg to:Pe % cker product portfolio should be'an -
‘ideal mixture of ‘today’s bread winners’ and ‘toma

'ov erloaded wuth yesierdays bread wmners l 'llty n future becomes doubtful

Informatlon Products: A wrde Aribty o mformatlon 'products services are oﬂ'er'ed by
© the mformatlon manager to his clientBesides the traditional products and services,’the .
technologlcal advancements in geffiputers'and telecommumcatlons has widened the range of
" -products and services avallable formatlon users. Let us'make-a brlef mentlon of these .
products / services : : : : -

1y - Reference Servrces S
~2). - Current Awareness Servrces mcludmg SDI
.- 3).  Translation services. = L
 4) 'Reprographic Services -
-5)- Information Bulletins ~ .~ . -
6) . Abstracts and Digests . . .7
7y - Data Sheets IR .
8) - State of- the art reports and trend reports
9 Techno -€CONomic survey reports
- -10) " Analysis reports e
- 11y Bibliographies Ce
~ - 12). = Online searches and data bases
‘13) - Magnetic tapes and discs . .
- 14) Audio cassettes -
- 18) Microforms - mlcroﬁche mlcrof' lm and ultraﬁche___
16). E Vlsual 1rnages v1deo cassettes ﬁlms ete. '
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Vaiue-added information products: One could notice information explosion in almost
all fields of activity making it difficult for individual to sift through this massive information.
He needs precise information in a short period since he does not have neither ftime nor the
skills to derive the answer to his problems from this extensive information / data. Presently the
demand pattern is shifting from data to information. This trend is noticeable in almost all the
organisations, In order to cope with this type of demand information, managers have resorted
to the analysis ofdata and presenting it in the form of reports, tailored to the needs of the users.

"This effort is churning out various statistical tabies and reports, graphs, clients, siatc of the art

reports, feasibility reports, etc. After collecting the mforma{len 'the: mformatlon centres /.
I]branes process this into knowledge '

The processed information either becomes an information base for further processing

-or it could transform this into a variety of information products. Thus the value of raw

iﬂformatien' is enhanced by processiig. The information manager is thus addiné-, value to the
existing information and generating value added products. This job is facilitated with the use
o f computers. A number of private agencies are entering the market who add value to the

- information by underiaking processing the raw data.

- Conversion of Information into Producis

BROCESSING INTO
KNOWLEDGE

N

Q‘ - RESTRUCTURING EXISTING |
- KNOWLDEGE | _

INFORMATI'O_N
ACQUISITION

e

INFORMATION
L

_ _ INFORMATION PRODUCTS
- : | i ' J/ ' \l!

PRINT | AUDIO VISUAL | | ELECTRONIC | |OTHERS

II. Promotion

The purpose of prom'otien.is' to communicate, to convince and to compete. In order to
achieve this purpose naturally the library and information centres have to deve[op mechanism
to inform their target groups about the resources a\rallabie with them and the prodllcts and

. service they are offering.

In a small organisation personal contacts, popularfy known as ‘word of mouth’, help in

‘promoting its products and services. But in large organisations this is not possible since there
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1s no personal contact between the user and the provider. In these organisations public relations
and advertisement play an important role.. Public relations is a pull strategy. It takes a long
time to cultivate-public opinion. Once it is ach:eved it helps the organisation in placing it in -
the market. These tools help in building the image of the information centre. In the age of
speciality matching the environment of the library / information with that of the community is
important. Especially in a geographically scattered and multinational organisation written and
visual communication methods have to used to advertise its services and products.

_ Advertising 1s persuddm people to act, Advcmsmg the I|h1dry and information serwces _
is necessary for the following reasons:

iy To create demand for its products and services both for the existing and the new,
and for retaining the existing demand: n order 1o reap the benefits of econom ies of scale,
especiaily wien the cost of information collection and processing is increasing, it is nccessarj
nrovent underutilisation of its survu_es Here advertmn;, plays an important role.

i) To exm! rhr’ cczpabi:‘fﬁee of the service : When a new product / services is -
introduced the customers should be informed fully about the capablhtles of these products and
services. :

i) To make new service or technique acceptable :)/ith the rapid technological
developments, especially in the field of computers and telecorfyuunations, it becomes essential
to create awareniess amongst the users about the potentigLbeneMof using new products, (Eg.
On line sources, CD-ROM) so that the customers cof 3cept these products and services

with little resistance. .
Jthe gergence of private mformauon services

me essential.

i’v) o beat the competitors : Wi
and the entry of information brokers this

- v)  To gain user cooperas or the successful marketing of any product/service '
cooperdtlon from the user is essentialNdvertising he]ps in this reqpect -

tisthe general tendency to stop advertising once the market is gained. But it is equatly
umporiant to continue with advertisement in order t0 'retain the market so gained.

Even in not-for-profit organisations adwmsement of services is necessary to build up
its own image. With the image building it could attract fundmg

Tools for Advertising . A number of tools are available to carry out the advertmng
There are : :

1) Press Advertising : : '
i) News letters and House Journals of the Orgamsanon
i} 'Direct mailing to the potential users :
iv) " Brochures, Pamphlets, Posters, Handouts etc.’
v)  Radio and Television
vi) Audio visval shows
vii)  Annual reports and souvenir _ _
viii})  Holding of exhibitions - g :




L .P'_la'c_e:'

_ The thlrd componenl in marketm;, mix is place or distrlbuuon T he information manager . .. -
;-shou td know where, when and how'the consumers would tike to buy. The first group of chainnels

_is the enquity desk on the service counter. Efficient functioning of this channe

plays.a key

“rolei in the distribution. There are a number of external marketing channgls available. Saracevic

' and Wood ([98 1. have ldentll"ed tollowmg major. channels for dtssemmatlon

_ _: o ,

S C)

g)

Y
i

L}

tis necessary to select the approprlate channel keepm;, in view the cost a
and innovativeness. Each medlum has its validity ina given context. Selection o
~ media plays an important part in dlStl’lbUtll‘lg right |nformat10n to the rlght use

_ |n antICIpatlon of'a need It is the most costly and tlme consumlng

'St'rategic Plac_ement - P.r'oduc_ts placed 'a_t- strategic lo_c_at,i_ons.-. .

"In -house diss_emination - reference; re'fe'r_ral"etc. -

* Mass media - d:ssemmatlon through news
etc. products to be in narrative style '

| 2 Broa_'dcas_ting - Radi_o and _Televi .

Ma:lmg of products througlvial fac'ilities .. F
Telephone o Q~ AR

.lnterpersonal delwery of products pel sonall\r delwered e1ther O:L request or

Computer Ne

gper, professional journals

ethod. =

'GI olip personal clellvery Products dellvered to a whole ;,roup ofusers atmeetings, =
_ conferences semmars demonstrahons etc. - ' '

| 'Local deposuories Products W|th coopel atlve arran gements w:th ar lnfOI'tnatio_n_ -
'_system o

, magazines,

d ef’.ﬁclenCy _
the type of -
rat th'e‘l"-ight'_

time. A judicious mix’ of different channels should be used for dlstnbutton of| mform_"ation_". '

_ _produets to aeh;eve maximum result

_ Var:eajz of Medxa The infoi matlon manager has to d1str|bute the 1nformat
- service to the users through some med ia. These are -

" blbhographles efc. .

-Sound' and (l'?.{df{)_ .recordi_ng.s' - Phono -recoi‘d_s, audio _la;pe's_ and casse

Print Media : This is the conventional med'ia which generates avariet
secondary and tertiary documents eg., senals abstractlng and index]

.

Mowng F:lm :olls and cartridges. tralusparenmes

b
e
[

ion pr_oductf o

y of primary,
ing journals,

ttes. -

g V:.suaa' mtages - a) Stlll - (“onsnstm;, r of slides, ﬁlm strips transparenci'es; andb) -




4y - Visual fniages with Sound - Tape slides, souad films.
5}y Programmed materials - Magnetic tapes and discs.

6)  Microforms  Miicrofiche, ultrafiche, microfilm.

7 Computer networks - With the marvelous developments in the fieid of computers
and telecommunications access to data through computers have become possible _

from anywhere in the world.
8) . Wall charis, Maps, Photographs, Drawing, .'

- Allchannels do not have the same capacity to attract the users, Or to promote the use of

resources. Hence selection of media should be based on the type of service to be offered as -
well as the users preference for a particular form of media. -

kv, - 'Price_

Pricing of information products and services is a very difficult task. Traditionally
mformation Services were provided to the users free of charge since these products and services

were considered to be beneficial to the community at'large rather than the individual user. In

reality there is no free service since costs have to be bogne by someone somewhere. The
government provided funds for the public libraries and nationMresearch organisations whereas
individual organisations allocated funds to the informMasbn centres in their respective
organisational budgets. ' '

The demand for information productd services is growing both for the existing as
well as new products. The rapidly rising c&fs of information “acquisition and processing
coupled with the resource crunch fac the government as well as individual organisations
are forcing them to reconsider the poin o free supply. The present political philosophy alb

over the world is reduction of sup€f8ics an increasing emphasis on privatisation. This naturally
- would result in the reversal of t cy of providing public services freely.

On the other hand the “information brokers’ or the information industry in the private

sector has emerged. Naturally they can provide the products and services only at a profii.

Due to the increasing cost information centres concentrated more on stoting information

~ and were [ess interested in service oriented distributicn of information. The users could hope

to get more efficient and business like information service / product when these are priced.
The customer can exercise his choice in the setection of product/service depending on the
price and relevance of the same. There are arguments that pricing of information products

" may diminish the demand for them, thereby resulling in its underutilisation. However this -

could not happen since information is considered as an economic resource: As long as it
confributes to the production and development nrocess, the demand for 1ty not fall just
because one has to pay a price for it. = '

i) Criteria for Pricing .- S

Itis difficult to have a uniform policy on pricing of different produects, It: may be cost-

based, demand-based and competition-based priviiig. When it i cost basgd, should it recover
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the cost fully or partially? Again should it cover fixed, variable, or marginal cost? When the
purpose is to break even the service, recOvery of average cost is enough. When the customers
have a range of services to choase from, pricing has to be value-based rather than eqst- -based.
Where full market condltlons prevail with a high degree of competitive diversity, pricing has

o be based on costs.

Should the price include cost-plus the profit element? If so how to determine the profit
element? These issues need to be probed for pricing the information products. Pricing of
electronic informagion services is somewhat difficult. The pricing is mainly based on the
expenditure ‘involved in collecting and organising the information. Distribution expenses,
number of cl!entsfcusters and prof t. If more number of customers are there, the prlce is likely

to be less, - '

ii) - Differential Pricing

- This envisagé's:'dif’ferent price structures for different types of clientele: In the case of
‘internal client price may be lower than the one charged for the external clients. So‘also different
prices may be charged depending upon the type of customers. The researchers, students may
be charged at aiconcessional rate whereas commercial users may be asked to pay more. This
price discrimination could be successfully adepted only when product market is segmentable
and the segments show different price elasticities of demagd. Also it is necessary to fix the
pricé structure which wiil not gwe an oppoﬁumtv for@ price purchasers to resell the
product. SR ‘

" The government sponsored LICs may cons@provide the information products and
services at reduced or free of cost to some ents of society as it may provide long term
social benefit. : o :

" Thus, it is difficult to arrive at 2 U¥form pricing poltcy Pncmg policies can be developed
-only from the knowledge of a isations costs, the market in which it opelates i '

V. Peﬁg de

Thus customers and the service personne[ are the peopie engaged in the exchange of
information product‘s / services. Appearance, attitudes and skills of the peOpIe play an important
* rolein marketing. The service personnel should be friendly and they should have clear perception
about the information requirements of the consumers and they should be able to obtain feedback -
from them. They should be able to.assess the information requirements in different sjtuations.
The service personnel also should possess sufficient knowledge in modern m thods of
information handling, especially computers and telecommunication equipment. Kr[{owledge
on networking and using on-line services has become almost essential in the present situation.
~ The skills and attitude of service personnei builds up the image of the information
centre which in turn has a direct effect on marketing of information products and sjrvices.

VI P'hy'sica! Environment
Appearance of the building and {urniture of the Iibrary.f’ information centre, layout of

the service setting, appearance of, persannel, method of dlsplay etc influence the marketing of
its serv:ces :
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" VIL  Process Policy_

- Operations managemens ideas are now an essetial tput in the service organisations in
the conirol.of costs, sysiem smiprovement and levels of customer service. The process of informa-
tion products’/ sepvices deitvery functions; quality control siandards, marketing pians and
marketing controt systems ha_ve become importani. The process policy also includes
mechanisation, customer involvement and employees discretion. ' '

12.7.5 Evaluation

- The next logical step aftei the implementation of the marketing plan is its evaluation.
Marketing is a process for determining what information services are needed by the users and
customising these services in such a way as to get the organisations work done effectively in
the market place. Evaluation refers specifically to the goals of customised marketing pro-
gramme. The objective of evaluation is to arrive at a customised plan for the oplimum mix of
products and segvices, costs and prices, place or mode of delivery and promotion of information
products and services and how this is achieved during a specific promotion or over a given
- period of time. '

-1t is difficult to adopt standard performance measures for marketing of library and
information services. One can only identify the organisagons goals of sales volume, profit
level, return on investment, level of market share, comgan image, social goals etc and the

. contribution of library and information services in mecN these gals. The increase in the
nuiniber of users of library or the increase in dem the new product / services may be an
_ indication of the success of marketing efforts.. -

Evaluation of the appropriateness of prgholional measures and distribution channels is
also necessary in order to find out thej icacy. Cost benefit analysis is useful in finding out
the effectiveness of the marketing prod@mme, Measuring benefits is not an easy job since it is

_nof possible to quantify the be in nost of the cases. ' '

The most common techniqudised for evaluation of the marketing programme for library
and information services is getting the feedback from the users. The standard questionnaire
. method could be adopted for getting the feedback. -

12.8 LET US SUM UP

Marketing is a dynamic, ongoing management process. [tis directing the flow of goods
and services from producers to consumers in all types of economies, Since goods must be -
marketed in all economies marketing is not a function only of a profit oriented business. Bven
not-for-profit organizations adopt marketing approach since it is a way of organizing their
activities. Marketing is a range of activities and it has something io offer to the customers.
Since information is considered as both a resource and comimndity naturally there is 2 demand
for it. Hence library and information services need to develop a marketing approach to
disseminate its products and services. : - : '

- The marketing strategy is the process by which the organization translates its business

~objectives and business strategy into market activity. Masket research and analysis helos in
identifying the users and their needs. The aim of raarketing strategy for Jibe ury and information
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- lnformatlon ‘services are. market segmentatlon market positioning, ‘consumer

o products and services and pricing of the services. Finally evaluation of ‘the

‘rrskr London Mac Mll]an 1991

" .'SylwaPWebb) London: Aslib, 1994

- Dethi: Prentlee Hall oflndla 1985. -

- centre.

services is promotlon of mf'ormatlon The key elements in marketmg strategy for llbrary and

analysis, -

marketmg programme ‘The marketing programme aims at formulating a customised plan for’

the optimum mix of productsf’servrces made of their delivery, promotlon of the ir

formation

arketmg '

programmes sometime after its. 1mplementat1on becomes necessary. Though it is ifficuit to -
“adopt a standard performance measures for marketing programme for library and i formatlon

© services, the increase in the number of users and introduction of new produets r
preparation of such standards The eost beneﬁt analys1s also tosome extent helps in
' the marketlng programme .
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a2 MODEL EXAMINATION QUESTIONS

"I. : ESSAY QUESTIONS

1)-

- 2).

4)

5

. 6
: - -of marketmg programme.

- marketing of library and i

Is there aneed for marketmg mformatlon se@nd products? If so, give the

reasonsfor;t : S e S
"What_ are the speciﬁe problems-i_ the @fllg of services? -

. What is miarket research?'zg areae market research techmques applled to

jon’ scrwces"

What.is market seg®on° What iS'the purpose of market segmentatioh‘?

What are the criteria adopted for the |dent1f' cation of market segmcnts" Explam _

in detail.

What is the purpose of marketmg programme‘? Explam brleﬂy the components

I SHORT NOTES_ Z

.a)

b)
c)
by

¢)

~ Information as 2 Resource

Resource Analysis

Market Segmentation Tl
_ Value added Information Products
: thferenttal Pricing







BLOCK -1V : HUMAN RESOURCES
_ MANAGEMENT

Human resource is the most vital component.of any organisation. Hunian Resource
Management (HRM) means the task of handling humian. problems of the organisation. It is
primarily concerned with the relationship of management to the employees. Human resource

planning, Communication and Management of Change form the essential components of this
block. ' '

Unit-13 deals with Human Resource Management. HRM is primarily concerned with
manpower problems in organisation. It promotes individual development, desirabie working
relationships between employers and employees and also among employees. Managerent
and behavioural scientists have made extensive studies on HRM. As libraries and information
centres are becoming complex and the authorities of these organisations have also started
showing interest in thesc aspects.

Unit-14 examines various aspects of Human Resource Planning from the perspectives
of LICs. Human resource planning is concerned with the strateNes for acquisition, utilisation,
improvement and retention of an organisation’s human resot¥es. Jbb analysis, job description,

recruitment policies and methods, performance apprajsabyetc 19rm the major components of
HRP. ST o

Unit-15 discusses the role of Communi in human resource management. As
managers of the organisations librarians/ jsgrma%§on scientists are concerned-with effective

communication with their patrons as w ith the s1aff. The unit deals with nature and
mode of communication, barriers to cggnmuiMeation and principles of effective communication.

Unit-16 deals with Managemen Change. Social, economic and technological changes
have been playing a constant impact on the management of libraries and information centres.
With these changes the environment of library and information centres is becoming complex.

The complex environment forces the LICs to plan for the change and prepare for adaptation to
change. ' ' -







UNIT - 33 : HUMAN RESDURCE MANAGEMENT
| (H B M) |

Structur

3.0 Aimsand Objectives

13.1 - Introduction ' o

13,2 HR M - Definitions, Objectives & Functions
132, Definition
[3.2.2  Objectives

13.23  Functions.

133 Supervision
155.1  Need and Purpose
132.3.2  Principles

134 Motivaiton
1341 Matre _
1342 Characreyistics

13.5 Unionism

13.6 Joh Satisfaction

J3.7 LetUs Sum Up _ :

13.8 References | . ' O
3.9 Glossary ) g
13, 10 Model Examination Juesiions - ?\

13.0 AEMS‘ AND OBSEC

‘This unit deals with Huw esource Managemeni. It is-an important aspect in the
management of libraries and information centres as

After stiidying this unit, you should be able to

e define what is Human Resource Management (HRM) ?
® explain the objectives and functions of HRM :
o disctiss about Motivation, Unionism, work sehedules and d work sehuuuies their

application in the management of libraries and information centres.

13.1 INTRODUCTION

H R M means the task of hardling the human resources of any srganisation. The human
resources. are the key and the most valuable resources. They use their skills, knowledge,
gxperience to enable to eLlccessftilly achieve the objectivis, They also make optimum and

| ' ' p econonic use of all other resources. Human resources contribute in growth and developmen:
of the organisation witl: the help of their work taleni, reativity and drive. The organisations
have to create a conducive environiment and provide facilities, so that their conr ibution s
more effective, )
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‘Looking at the. 1mportance of the HR, the orgamsations have a separate seetlo w:th a

manager exclusively looking after the human rescurces. Earher it was known as prf sonnel ©

department and the manager is known as personnel manager Now the termi ‘persgnnel’ is

replaced w1th 'Human Resource’.. The personnel division' concentrates on those aspects of

. operation whichare primarily concermed with the relationship of managementto the em loyees _
employees.to employees and the development of the individual and group. Stated so newhat

~ differently the abjective of H R M, Personnel Adlnmlstratlon or Industrial Relations in an

: orgamsatlon is to attain maximum 111d1v1dual development, desirable worklng relatlonShips

_ Dbetween employers and employees and employees to employees and effective moujding of

: human resources as contrasted with physu:al resourees L '

. HR M‘is 'eOncemed with managing peo_ple__at work. Such pedple or personnel Ho' not
simply refer to “rank and file employees™ or “unionized labour” but also includes|“higher
persutinel” and “non-unionised labour”. In other words, it covers all levels of personnel,
including blue-collared employees (craftsmen foremen, operators and Iabourers) and white-
_collared employees (professional, technical and kindered workers, managers, officials and -
.perrletOI‘S ¢lerical workers and- sales workers) The shape and form that personnel
administrative activity takes, however, may differ greatly from company to companyt.and, to
be _'eﬂective_, it mnst be .'t‘ai]ored to fit the in’dividual needs ofgach organisation. -

lt is eoncerned w1th employees both as mdw' wgls as Well as a group, the aim peing to
get better results with thenr collaboratlon and activk dlvement in the organisation’s acti_vil

© ties i.e. it is.a function or process or activitygaiding npl dn‘ectmg Workmen and women in
max1mlsmg thelr personal contribution.. v S S : :

13 2 HRM - DEFINITIO@BJECTIVES AND FUNCTIONS

. 132 1 Definltlons . ) @ L ) . B . .

i) Old Defimt]on (1945)

HRMis that pert of th_e ma_nagement functioh which is pr_imarily-_con'eerhed with the
human reiationships. within an organisation. 'Its objective is the maintenance of those
- relationships on a basis which, by consideration of the well-being of the individual, enlables all -

* -those engaged in that undertaking to make thelr maxn‘num persona] contribution to the effective ._ N

worl\mg of the undertakmg
Ji8) New Deﬁm‘»‘tons {319 66)

_ H R M is that part ofthe management function Wthﬂ is eoneerned with people at work -
- ‘and with their reiatlonshlps within =2, énterprise: Its aim is to bring together and develop into
an effective orgamsatlon the men and women who make: up an enterprise and havmg gegard to

the well- -being of an mdmdudl anci of workmg groups to enabie them to make their best
.contrlbutton to its success;

242 .




The following are some of the important definitions of Personnel Management (HRM}:

i} Personnel Management is that phase of management which deals with the effective
contro: and use of manpower as distinguished from other sources of power. The methods,
toois and rechniques designed and utilised to sceure the enthusiastic participation of fabour
represent the subject-matier for study in nersonnel management - Dale Yoder.

2y Personnel Management may be defined as that field of management which has to

4o with pladning, organising and controliing the functions of procuring, developing,

- mainiaining snd utilising a labour force, such that the {a) objectives for which the company is
established wre attained economicalty and effectively: (b) objectives of all levels of personnel
are served to e highest possible degrue; and {c}ohjectives of society are duly considered and
served. ' ' '

- Michaet J. Jucius.

31 The Personnel] function is concerned with ihe procurement development,

coipensation, megration and maintenance of the persoaiel of that organisation’s major

goals or abjeirives, Therefore, persanne management is ihe planning, organisation, directing
and controthng of the performance of those oneration fanctions. '

- Edwin B. Flippo.

43 Fersorme!l Adminiswation is cone

s 3Ly with manpower of people,
rganisational regoures of output,

=

- Andrew F. Sikuia.

: 10 the hivhest possible degree the fndivis

- preserving and advancing the general welfars of e com mt_m.ity.

HR M is concerned with the development and spphcation of ;ﬁo?icies governing.
iy  Manpower p.!anning, Recr.L.l i-tment._ Selection, ';Rar;ame:ﬁ and Termination.

L i} Education and training, career development.

3 Termsof émpioyment, methods and siandards of' renti-neration.

v} Maintaining Inter-personal refationship among emplo-yees ah& efnp[oyers.

The objectives of H R M are discussed ia detaii in following paras :

- to-achieve an 2ffective utilisation of human resource in the achievement of
organisational yoals




- % o establish and maintain an adequate organisational structure and aLdesirabie
working relationship among all the members of an organisation by dividing qr;Panisation
tasks into functions. Positions, jobs, and by defining clearly the responsibility. accountability,
authority for each job and its relation with other jobs/personnel in the organisa’[ioni

- to secure the integration of the individuals and group with organisation, in such
‘a manner that the employees feel a sense of involvement, commitment and joyalty towards it.. .
In the absence of such an integration, friction may develop which may lead to its total failure.
Friction produces in efficiency. Friction may result from political aspirations, from difficulties
in commuttication, and from faults inherent in a particular organisational structure. The
behaviour of individuals and groups in any organisation afso, results in friction l— personal
jealousies and rivalries, prejudices and idiosyncrasies, personality conflicts cliques and factions,
favouritism and nepotism result in friction. . : :

- to generate maximum individual / group development within an organisation by
offering opportunities for advancement to employees through training and job education, or
by effecting transfers or by offering retraining facilities.

- to recognise and satisfy individual needs andygroup goals by offering an adequate

-and equitable remuneration, econgmic and socisgsecWrity in the form of \m onetary
compensation, and protection against such hazardgof I illness, old age, disability, death, -
unempioyment, etc., so that"the emplovees ina W willingly and co-operate to achieve an
organisation’s goals. ' ' '

- to maintain.a high morglgand etter human relations inside an organisation by
_ sustaining and improving the cond jch have been established so that employees may
stick to their jobs for a tonger pgriod.

13.2.3 Functions of HR
1) Ac: sding to Dele Yoder the following are the important HRM functions: |

a) Sctting general and specific management policy for relationships and establishing
and maintaining a suit able organisation for leadership and cooperation.

b) Collective bargaining, contract segotiations, contract administration and
grievances. : ' ' '

¢y Staffingthe organisatidn: finding, getliug and holding prescribed types and number
ofworkers.

~d)  Aiding the self-development of employees at all levels, providing CJportunities
. for personmel development and growth as well as for requisite skitis and experience.

e) Incentives for developing and maiﬁtaining motivation for work. ‘ '

) Reviewing and auditing manpower management in an organi-satioil.
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o)
ot
e

.c)

The ©

Cemployee’s point ol view o

Industrial relations rescarch, Cary vmg out studies desn_,nqa to explain employment
behaviour and thereby effecting iinprovements in manpower management.

. Kindall stated the fbllc-wing functions of HR M &

To aid 1o the deveiopment of general overall management policies and methods,
in the organisation and planning ofsupervnsory control, and in the communication
of orders, ideas and inquiries,’

To develop throughout the organisation an understanding of, and enthusiasm for,
consullative methods of nanage-ment with the objectives of:

iy - Improving leadership and supervision: and

i)  Obtaining the participation of operating groups and opportunity for creative
analysis and initiative in carrying out their assigned tasks at all levels in
the development and administration of the company's personnel
programme, o

To aid the executive and supervisory organi developing:

iy clearly written outlines of functi Q ithorities. and responsibilities and

i) simple, workable methods asurement of their accomplishments.

To formulate, w1 collabor
policies for personnel admi

dth the supervisory and executive organisation,
tration and to implement those policies approved
by the management 4 rdance with the best plans and practices of personnel

administration.

To make ceriain, in collaboration with the supervisory and executive personnel
that the company's approved pohues and pracnces or personnel administration
are execut ed property.

To establish and maintain contacts with labour move meni, 1o keep tsel{ intormed
and, wherever possible, to participate i all 1he departments of the company on -
the development of sound labour relations.

To aud i the interpretation of the managemenl’s poli-cies 1o employees and
Datti-tudes @ the wmanagement and, in coliabaration
with the dpmomn.g hine personnel, o “\E‘rcwl‘d e the company and the jobs to
EMpicyEes. ' '

sctions of HRM are mainly to manags the siaff and motivate them to support in

achieving the objectives efficiently and effectively. It is also essential to prepare a HR policy
and jook for the relationship, safety, proper remuneration to the staff. It may be that the
management has twin functions ; a) achicving the organisational objectives and
by  welfare of staff. The second one is as important HRM function. :
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13.3 SUPERVISION

13.3.1 Need and Purpose

Supervision plays a dominant role in the dirccting function of the e)lecutivef The
executive’s caliber of supervizion certificates his fitness and capability 1o undertake and handle
all executive functions. '

* Supervisioti ‘, meznis 2 place over and aoove normal sight or vision. Supervision,
therefore, implies overseeing. '

ped, © as the activity of managing at the organisation levef
wigd non- mapagy :ne ot members of gn 0r0.1nlsatlvrﬁ are in direct

Supervision may be -
where management memb
contract.

The purpose of supervision is nof simpiy faulef; wimg and punishing defapiters as some
people misunderstand it. Surervision aims at rmnrowmmt of staff ﬂn"fmm in iwidual!y and
collectively. It is designed t¢ remave imspediments in rhe OTOgIess '
of the orgamsatlon -

-Good and efficient supervision prestupposes weil-defmed. objeciives and accepted
‘standards for assessing achievemens.

Intelligent supervision wiil enable f.i;c; e
that may thwart the progress of the enrerpris

tive 00k ahead for pitfalis or shortcomings
at tiety remedial action may be taken.’

13.3.2 Principles of Sargjsez"visima

't} Right Intensity , | - ‘

Lesser the weight vision over a groun of workers, hi the ouiput. This has
been proved in certain expeNgflents, Supervasion (o be ceally purpuseful should not be to
close not very remote. It should be as gevel al 0% possible,

i) Pérsonneﬁ Interest - _ ‘

The class of supervisors who have at their heart the welfare of their work groups and
who are genuinely interested in the men as individuals and are ever willing 1o listen and be of
real help to them in the solution of their personal proliiems, show better iuelvemeutc: thy
those supervisors who remain all the time pre- ocwplea with their own affairs and busy alt\,l:da;.-;:
to routine.’ ' _

iti) Consultations

An intelligent supervisor, instead L‘)‘"{*nung his decisions on his assistants, will make
them acceptable through the participative and consultative processes.

[
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iv) Loyalty

A-good supervisor will always take care of the legitimate interests of the workers and
will never let them down if things happen to go wrong. '

v) Informal Assessment

“laformal .’appraisa] of the performances of subordinates and bringing home to them
their shortcomings with a viéw to effecting improvement constitute one of the important .
functions of a supervisory job. '

vi) Broader Interests

In modern management practices the supervisor are expected to take a keen interest in
management functions tike ptanning, organisation, directing and controlling too. They must
be profictent in doing certain specialised skilled jobs, must be adept in training subordinates
to excel in their work perforinances and in course of time to undertake more responsible
functions. o .

vii) Work Climate

The supervisor can give his best only if there isa congem@k climate which ultimately

is the _creatidn of the higher management. - O
13.4 MOTIVATION = v - -

. Motivation deals with the factors that ¥quse, channel and snstain an individual behaviour.

- These factors may fluctuate and iy age on their actions and goals. It concerns those
dynamic processes which produce a oriented behaviour. Since increase in productivity
is the ultimare goal of every organisation motivation of employees at all levels is the most
critical and most baffling function of management. Almostevery human problem the manager
faces throughout the firm has motivational elements. Almost every aspect of the persotinei
function is pervasively endowed with motivational attributes. Accordingly one of the main .
things the personnel manager can do is to incorporate the principles and concepts of motivation
mnto his own philosophy of management. By understanding and applying them himself, he can
influence others in attaining a better degree of positive motivation. '

13.4.1 Nature of Motivation o S
It is now recognised that motivation is the result of interplay among three groups of
factors: ' : y .

Any organisation will succeed with the commitment and \Cffort from its peopié.
Therefore, every manager has to induce behaviour or change the behaviour of employees, so
that they si.uw their willingness to make effort to achieve the goals. 1t has to be understood

- that all individuals will not have the same motives for doing the work.’ Motives are based on
their needs and these needs may be internal or external. Their is no simple model of motivation
that can be applied to every worker to every situation. PR
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Motivation takes place to stisfy the needs. According io Maslow, a) the h iman needs
are uneriding. and b) sky is high but the hwman desire is higher. On the basis of these two
factors he had suggested Maslow's hierarchy of needs {discussed in detati i section 2.3.4.}.
These needs are categorised into five types. First. there are basic needs and ihetdbl W are
higher livel. Every person fooks for fuifilling the needs at the towest feef and then moves to
the next level. Unless the lower level needs are fulfitled, the higher level needs may not
induce motivation :

- Maslow also stated the following about the needs:

a)  Manis wanting being and needs are unending, Strong need satisfied w:ii be replaced by
- another. ' ' -

b) Satisfied nead is not a motivation of bekavieur, Unsatisfied nee 4 only promaotes
bebaviobr and '

¢) Man's needs afe arranged in a series of levels.

Thercfere, the uman being will have the needs.  The management has 10 create a
possibillity to fulfi} their needs and motivaie the employees 16 achieve high productiviry,
Satisfacrion of needs are associaicd with the {x quwn.
feelings of success and satisfaction and ) paﬂimp

- a) economic factors, by personat

nagement.

lncentives were introduced by Tayim is concept of scientific mapagement w
motivate the employees. The wages ageeptaie®io bath emplovees and mangement was.
suggested. Subsequently, Mayo suggest
the motivation and therefore sugugffy

t horedom and repetitiveness of work reduced

ey knowledge social need, i.¢., making employees io
feel that they are useful and imp. P cial contacis help to sustata motivation. Abrahan
Maslow's hierarchy of nee
peoiﬂe For fulfilment, the money, desire for satisfaction and making the f;mploumL
feel useful and imporiant also hotivate thein.

- Mntemplated- that fulfilment of ihe desires motivate the

The theories which are rclated to molivati(ih include McGregor's Theory-X and T'hcor»-'-
Y, Herzberg's Two factor theory, Argyris' Immaturity and maturity theory (first tpvo discussed
in uml—”). Clayton Alderfer's ERC. lheo:}, preciancv theory of V.H. Vicfin efe.

Taylor's scientific managen‘.ent assumed that financial incentives motivate the workers,
Mayo's ideas emphasized on social needs as factors of motivation. '

According to- McGregoi's Theory X. the work is distasteful, thereforJ the work-is,
secondary and avoid whenever possible. [f this theory is believed, the emp]oyees must be .

' motivated by force, money or praise. Assumptions of Theory-Y is that people are mherentE3

motivated to work and do good job. [f this theory workers to do good job.

Herzberg's two factor theony stated that satisfaction and db‘;atlsfau'on arlses from two

- different sets of factors. They are lower level (dissatistiers or hygiene factors} suth as working

uondmons inter pel sonali relations, salaries, wages, efc. Absencc of these create dissatislaction -
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and results in no motivation. The higher levei-needs (satisfiers ot motivation factors: such as
achievemenrt, responsibility, advancement related to _]Ob and rewards create mtlsfactlon and

motivaie).-

The manager needs 1o continuously assess the ueeds._of his staff and motivate them by
helping them to satisfy the needs. Richard M Steers and Lyman W Peter had suggested the

~ guidelines for effective motivation. They are

bl

1) Managers must actively and intentionally motivate their subordinates

2} Managers should understand their own strengths and {imitations before attempting to
modify those of others

3)  Managers must recognize that employees have different motives and abilities

4)  Records should be related to pertormancc not to senior lty or other non-merit based
' conaderat:ons

5)  Jobs should be designed to offer challenge and var 1ety subordinates bhOUId clear ly
understand what is expected of them.

6) Man‘agement should foster an organisations gulture €nted to performance

7y Management should stay close to employee suggest remedy to the problems as
they arise and

8)  The active cooperation of emp rwuld be sought in improving the organisations
output, employees are aftgmal!, alSh stake holders in the organisation.

1) Infulences operating Within the individual. _
2) Influences operating within the organisation and
3) Influences operating in the external environment.

a)  The Individaal: To understand what motivates employees, we must know
something of their aims, needs and values. Human needs are both numerous and complex.
Some of these needs are hard to describe and identify because people hide their real needs
beneath an overlay of socially acceptable behaviour. -

b} Organisational Componeuts: Like leadership, motivation is also highly
sittrational in character. A football player may play poorly for one team but much better for
another.

¢) - Exogenous Variables: A worker’s life is not divided into two watertight-
compartments, one inside the factory and the other outside of it. The two are closely bound
together so that the troubies and joys of off-the-job lite cannot be put a side when repoiting for
work int the morning, nor can factory matters be dropped when returnirg home after work.
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~ Culture, ¢ustoms and norms, images and attributes conferred by society on partic lar jobs,
professions and occupations, and the worker’s home life-all play a strong motivatignal role.

13.4.2 Characteristics- of Motivaltion

-From the above discussion of the factors determmmg motwatlon we can now deduce
the following characteristics of motivation.

D Individuals differ in their motivation:

This is well illustrated by an off-quoted story. There were three men cutting a stone
near a cathedral about three-fourths completed. A stranger came along and said to the first
man, “My friend, what are you doing? " " Me, What am I doing? F'am working for 10 shillings
aday”. He went to the next man and put him the same question. The second man said, “Me,
what am I doing? 1 am squaring this stone, see. I have to make its edge absolutely straight”.
The stranger walked on to the third man and repeated the same question. This third man and
repeated the same question. The third man replied, “Me, What am I doing? Yot see that
cathedral up there. Iam helping build that. Is not itgreat?” In this story the major|source of
satisfaction to the first man was the wages he earned. The job itself contributed very|little. But
job itself was the outstanding source of satisfaction to the second man. The third man viewed

’ |
the completlon of his group goal - the building of th@hedra] as his pnmary source of

satisfaction.

2) Sometimes the individuai hi_mseiwai'e of his mofivation: |

An example can be drawn from the 1?05 Hawthorne cxperimcnts. One girl-worker
L

] . - I
complained 10 her counselor about h em ater on it was found that the reason why she
disliked her foreman was that she

a Step-father whom'she feared and whose physical
appearance was very much l' her t8reman with the result that she had unconsciously
transferreq to her foreman the 8 rable characteristics of her step-father. :

) Motivation chance:

Motivations of each individual change from time to time even though he may continue
to behave in the same way. For example, a temporary worker may prodiice more in the
beginning to become permanent. When made permanent he may contmue to prodhue more-
this time to gain promotton and so on.

43 'Motivations are varied:

The view pomts that there is only one ‘economic drwc which dctermmes behaviour is
untenable The goals to which an lndwldual aspires are many and so are his motivations.

5) Mﬂtivation is complex:
it is difficult to explain and pred'ict the behaviour of workers. The introduction of

apparently several other second- ]cveloutcomes such as salary increase, ‘social approval self-
esteem, etc. playsarole
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13.5 UNIONISM

_ Umons means uniting and being-united. It is an assoctation of employees or employers
or of 1ndepel.1dent workers. Unions associated with trade or business'is called trade unions.”
Whereas Unions refating to organisations or institutions ar called associations. |

‘ -The purpose of a union is to make collective bargaining to negotiate wages, working v
cond:Fron,ﬂ homgs, etc. It is a device which enables a group, a class.in industry or trade to
bargain with any other class or group on equal footing. Such a union is:

i) economically oriented :
15) an instrument of defence against exploitation
iii)  an outcome of industrialization and implies class-destruction.

Ijlbrary professionals do have their associations at regional leve! an national level and
alsa at international level. '

13.6 JOB SATISFACTION

Job satisfaction has beein defined by Vroom as the positive orientation of an individual
_towards the work role which he is presently occupying. '

i} There is the psychological-needs school exemplified by psychologists, such as
Maslow, Herzberg and Likert, They see motivation as 36 central factor in job satisfaction and

concentrate their attention on stimuli which are beligye lead to motivation. The needs of

individuals for achievement, recogi ition, respongiQility-stdtus and advancement are the stimuli.

2) School devotes its attention to feaders a factor in job satisfaction. Psychologists
_ like Blake, Mouton and Fiedler see the b iurs of supervisors as an important influence on
i employees attitude and direct theipmbservgtions at leadership
: style and the response of subord@y' L

_ 3) This school fcpf% at the Manchester Business School by Lupton, Gowler and |
' Legge approach job satisfactiefi from quite a different angle and examine the effort-reward

i bargain as an important variable. This leads to a consideration of how the wages of particular

i - groups are constructed and the influence of factors such as overtime payment and-the employee’s

attitude towards them.

ht approaches job satisfaction from entirely different angle

4) A fourth school of thOug :
d values as important influence.

n?ﬂ X‘ : I
| and sees management ideology an

i
Ieﬂds { -I 5) There are behavio
Produg,  of work and on the job design factors.

" iter.s including the Herzberg scho

‘dentt ' loyce. The orga
to identify the needs of an empio} "
10005:2;ﬁre that these needs are met if it wishes to sec_,-ure th:e faci\t/ia;:ails -
professior : ?rr;orming at 2 high level of job satisfaction. AS spch ] Obhsa?lcysbaéituatio
work and fhe-degrce 10 which one’s personal needs are fulfilied tn the )
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13.7 LET US SUM UP =T

Human Resource Management (HRM) is that part - ©

primarily concerned with the human relatior— . ) -
maintain of the relationship to achie—" - /
It enables personnel te -~ . ' N ;

organisations -~
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13.5 UNIONISM

Unions means uniting and bemgumted It is an association of employces or employers '
- or of independent workers. Unions associated with trade or business'i is cailed trade unions.”
Whernas Unions relating to organisations or mstltutlons ar called assouatlom

The purpose of a union is to make collective balgalmng to ncgotlate wages, workmg '
condition, homes, etc. It is a device which enables a group, a class in mdustry or tradeto
bargain with any other ciass 03 group on equal footing. buch a union 13

i) economlcaliy oriented
i) an instrument of defence against explc-ltatlon ;
-iii) an outcome of industrialization and implics L]ass-destruction.

Library professionals do have their associations at reglonal level an national Ievel and
alsaat international level. '

13.6 JOB SATISFACTION

~ Job satisfaction has been defined by Vroom as the pOgjtive orientation of an individual
towards the work role which he is presently occupying’ C '

1} There is the psychological-needs échmpliﬂed by psychologists, such as

Maslow, Herzberg and Likert. They see motivatio 1€ central factor in job satisfaction and
concentrate their attention on stimuli which ieved to lead to motivation. The needs of
indtviduals for achievement, recognitiope Spe sibility, status and advancement are the stimuli.

~ 2} School devotes its attention to dF‘I'Shlp as a factor in job satisfact on. Psychologists
like Blake, Mouton and Fled!e Eeg behawours of supervisors as an important influence on
employees attitude and direct ‘n servations at !eadersh]p

style and the 1eaponse of subordlnates

. 3) This school rep’resented at the Manchester Business School by Lupton, Gowler and

" Legge approach job satisfaction from quite a different angle and examire the effort-reward

bargain as an important variable. This leads to a consideration of how the wages of particular

groups are constructed and the influence of factors such as ovemme payment and the em p[oyee s
attitude towards them. :

4) A fourth school of thought approaches job satisfaction from ermreiy dlfferent angle
and sees management ideology and vajues as unportant mﬂuence

5) There are behawoura! suent:ats who say tl‘ldt_job sat:sfactlon depends on the content
- of work and on thejob desrgn factors. :

6) Sixthly, some writers mciudm’g the Herzberg school, seem to suggest that it is only
necessary to identify the needs of an employee. The orgasisation for which he works must
then ensure that these needs are met if it wishes (o secure the advantages of a labour force
performing at a high level of job satisfaction. As such job satisfaction is positively related to
the degree to which one’s personal needs are fulfilied in the job situatio




13 7 LET US SUM UP

Human Resource Management (HRM) is that part of the management ﬂunct:on which is
-prlmanly concerned with the human relationship within and organisation. It objective to
~ maintain of the relationship to achieve produativity and also look after welfare oflthe people. -
It enables. pers.onne] to make thelr maximuin contribution to- the effecnve working of
orgamsatlons : o o oo o

_ Human Resource Management aims to achieve both off'cicnoy and justice, neither of
which can be pursued successfully without the other. 1t seeks to bring togelher a[nd develop
into an effective organisation the men and women who make up ar enterpriseienabling each to
make his own best contribution to its success both as an individial and as a member of a
working -group. It seeks to. prowde fair terms and condltlons of employmem an satlsfymg _

- work for those em ployed
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' 13.9 GLOSSARY.

Al.ééomp.l._i'shmel_lt SRRT- o 'd§11e succ-essful!y, achlevement

At.tribut_e _ | _ a ' o a charactenstlc or quality ofa pei;son or thmg.

. Autocﬁtic' e L | -_Any one__hawng unhmlted powe_:r over othgrs
BureaucI‘ac;y | _ | C | g.overnmen'ta] ﬁfﬁcia]_iém or inﬂe;;'}i“b'.lé routings Iie;l 'I‘ape_ -
" Collaboration - ' 't;J wq_rk tog.ét.}_l.e'r_ - | | “
Coustituents | o _-.C'olmlg;onenti_a né;::e;ss_arsz part

~ Exogenous : - ori ginating éx’te.r.ﬁal.ly, 'relating to ex_terIan _f'acIofs
Friction ' . \ disagreefneﬁt . - P

_ Grievanée - : _.cdmbiaint o’r\reéentmént:
- '![.' Idiosynci'asy : '_ ' :. ‘ _.any personal pecullarlty, mannerlsm -

- Impoverish C to make poor to deprl' '

- I MouIdi_ng o o o shapmg - h
: : Neﬁbtism _ . : favc.arittisq\n_ wn elaii_\fg.s
: !;! pitftal . .I . | '_e.rﬂ.)i.' Xok:fau in
._;!._.: B .Proc"urement v obtg i to secure -
I;'I Recru.itme[_.ltb " ' I%gé't__h'e‘ servlges of

Stimulate - . - increased action;_\to excite to action

'i - “Termination - : ""j'- ﬁnish;'the end of's_bmeth_ing.

o 13 10 MODEL EXAMINATION QUESTIONS

i L ESSAY QUESTIONS

P b Descnbe brleﬂy the major Leadershlp styles
L 2) Define Motivation and discuss its characteristics.

o . 3) Explain the aims and objectwes of HRM.

If' : - 4). Define HRM and discuss |ts functlons o

1L 'SHORT NOTES L
a) Unlonlsm ‘ _
b) = Nature of Motivation |
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f_-,UNIT 14 : HUMAN RESOU]RCE PLANNING -

_ Structure .I ol S o '

.'-1_4.0 Aimé and Objectives. '
- 14.1 - Introduction '

14.2 'Human Resource Plamning
142.1° Definitions
14.2.2 - Purpose
1'4.2.3' _Objectlves o
1424 Plannmg Process -
' 1425 Components -

143 - Job Analysm Descnptnon and Spec1f catlon
1431 Iob Analysis . o
1432 Job Description

- 1433 Job Specification -

14.4 -Re'cruiﬁneﬁt Plan S \ - 0 :

- 145 Selectlon Placement and Tralnmg _ o
L1451 ¢ TInterviews - T :

'.14.5..2 Selectlon :

1453  Placement and Indu@ ; e

145. 4 Trammg and' Deve
C 146 Performancc Apprals ‘

- 147 Wage and Salary Admm ion
148 Gievance and Dlsclplme B

- 14.8.1 - Grievance .
_ 1482 Dlsc1plme_

149 LetUsSumUp -

'14:10 References

14.11 Glossary

14.12 Model Examlnatlon Qucstxons

_14 0 AIMS AND OBJECTIVES

: In thls unit we introduce you brleﬂy to vanous aspects of Human Resourc, Plemmng :

| -Af_ter studymg thls umt, you shculd be able to ) !
e - define what is human rescurce planning . : I o
|

e . describe the obj';:;it_i_\?es'behhld':huméq resource plannmg -
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e cxplain the pollcw pre-reqluslleb and sources of recruit ment- plan

s discuss about bGILCIIOI‘l placement, tralmng and perform ance appralsal

-14 1 INTRODUCTION

Manpo“er planning and human resource plarming are synonymous. In the past, the
phirase “manpower planning’ was widely used, but now the emphasis is on human resource
pianning, which s moxe broadbased. Human resource or manpower planning is the process by
which management determines how an organisation should move from its curtent manpower
posiion to its desired manpower position. Through planning, the management strives to have
the right number and the right kinds of people at the right places, at the right time. Planning
SUPpOrts achicvement of goals of both the ergamsatlon and the 1nd1\fldual economically as
we]l as optimum utilisation of human resources.

Human resource p!anmng is & double-edged weapon, If used properly 1t leads to the
- maximum utilisation of human resources, excessive labour turnover and high absenteeism;

Huproves productivity and aids in achicving the objectives of an organisation. Faultily used, it
leads to disruption in the flow of work lower production, less job satisfaction, high cost of
- production and constant hcada,ches for the management personnel, '

The need for manpower plannmg requires noe mphasis as the efﬁcnency and
effectiveness of libraries and information centres would lar Jepend on the academic and

professional competence of the staff and on the faci ®< nd environment provided for their -
work and developnient. The two categorics of persohgelfequired in hibrary and information

centres are - the professional and support staff s different levels the number of persons in
each level, their qualifications, cost of employin iem, ete will depend upon the type, quality
and quantity of work to be done in eachudir. In’this context, the use of national standards

compatibie with international standards 8any) for estimating manpower is recommended.

142 HUMAN RESOUR@LANN_!NG
- 14.2.1 Definitions

Manpower plaunmg or Human Resource P]annmg (HRP) at the orgamsat;onal level
has been defined as a “strategy for the acq11151t1011 utilisation, 1mpr0vement and retention of
an enterprlse § human resources.’ :

Bruce P Coiemn has defiied HRP as the process of deterrmmng manpower

requirements and the means for meeting those requlremenls in order to carry out the integrated
plan of the orgmlsatton

G Stamer in his book Manpower Pfanmng HRP as Strategy for- the acqulsmon
- utilisation, improvement, and preservation of an enterprise’s human resources. It relates to B
establishing jub specifications or the quantitative requlrements of jobs determining the number
of personnel required and developmg sources of ma.npower
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Accordrng to W S Wrckstrom HRP consrsts cf a series of ar‘tmtres vr%:
: . L
~-a)  Forecasting future manpower requrrements either in terms of rhathematreal
~ projections of trends in the economic environment -and developme t in industry -
or in terms of judgmental estimates based upon the spwrﬁc future plans of a
company; - - ' o o I '
b) Makmg an mventory of present manpower resources and assessrngj the extent to
S _.whrch these resources are employed optrmally, _ T | -

e) Antrcrpatmg manpower problems by prOJectmg present resources drto the future o
and comparing them with the forecast of requirements to detennrne thfrr adequacy,
both quantmmvely and qualrtatwely, and : o .
.
- : i
d) - Planning the necessary programrnes of requrrement selectron tralpmg, : _
' _development, utilisation, transfer, promotion, miotivation and! compensatton to
'ensure that: future manpower requrremcnts are properly met. ;- | :
. I .
e)  According to E B Gersler Hurnan Resource Plannmg mcludlng forecastmg
' - - developing and conirolling - is the’ process which a firm ensures that it has the '_
" right number of people and the rrght kl le at the right placeq at the right ~

S time, domg work for which they 1 cally most useﬁjll'.”

o o o From the above definitions, it is clear tha pro;ects future manpower requrrernents

and developing manpower plans Further, lto get Rrght Person fo the R}%ht Job at the
|
|
|

Rrght Time S : Q~ P § o
1422 PurposeofH[? _ o I .
: The important purpos of HRP are lrsted below : '_ R ‘ |

) Bafancmg the cost berween the utilisation of mfmstmcmraf aczirtres and
manpower: Thls involves comparing costs of thesetwo resources in different
combinations and selecting the cptrmum This i 18 especxally nnportantto make

- sound decrsnons when ccstmg projects. i I -
A1y Determmmg recrunment needs It is an essential prereqursrte to the proccss of
- present and future recruitment, 1. e to avord problems of unexpecﬂed shortages
wastage étc of the HR. : .
RETH Determmmg tmmmg needs It is. necessary to plan trarmng programmes, for
' ~ which there is a need to assess both quahtatwely and quantrtatwely in terms of .
the skills requrred for the orgamsatlon o ' '

v} . Managemenr devefopmem A successron of trained and experrcnced managers is
. essential to the effectivencss of the organisation and this depends on accurate
' 1nformatron about present and’ ﬁ,lture sﬂ;uatlons in all managernen posts:
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14.2.3 Objectwes of HRP

A} Focarryon,its. work, eaoh organisation riceds, persqnnel with: the necessary
quahﬁcatlons skills, knowledge work experience, exposure and aptitude for work These are
provrded through effective manpower pldnnmg

g

’3 1)  Since a number of persons 'have to be replaced from time to time who renre die
orI become incapacitated because of physwah or mental ailments. There i1s a constant need for
replacement of such: personnel Othemqse,, _r_.orl,g...\yould_.f.§:gﬁ95:5:_:.__.___

i
i

Y Human TeSOUTCES planmng i§ ossontlal because of frequent labour ;turnover which
is;unavoidable and even beneficial because it arises from factors which are socially and
eoonomlcally sound such as voluntary rehnqmshment and prorhotions, However the tumover
depends upon the labour market.

1v) In order to meet the needs of expansmn programmes i.e. to meet more..sed demands
for services by a growing number of users.

necessitates the recruitment of staff, To meet the £HM nge of a new and changing technology
and understand new techniques adoptcd existindemployees, need to.be.traned or new blood
injected tn an orgamsauon '

Hoverall
obj ] ectlves

¢).  to provide control measures and provision. of the resources as and when required;

d) , _to determine recruitment level; . .. .. -

TRNCT i 5 e

ment prog'a mmes

LR e
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-.'.'-14.2_.4' HRP'P.rocess I
The human resource plannmg exercise is llkely to prov1de exact forecast‘s This process
is a contmuous exercise and needs to be constantly evaluated’ and updated The tollowmg
ﬂow-chart summarlses the. human resource plannmg process - :
: : . . ,

o —_—— _> Forecast of Supply Y Forecast of Demand ¢&— — = _— |

o -« Matching of S'up_p'ly'& D_'emand.'_ ) o

Managemer_lt —> Manpower -(-——-————-—-———-— Work-force '
Opinion = €—— Strategy —_—— Oplmon

Y S
Corporate’ ;
> Strategy ———————>

___.;. Main'Stream.ofProcess 0 .
—'—9 ConsultatlonandRew - . o .

Flgure—l Flow-chart of Hu Regurce Process ._ L -

. Thus;-one can vis_ua'li'se that' an resource planhing includes detertﬁining the staff.
required, -selectio_'n and rec nt, appropriate placement promot:on pravision of
opportun’ties for maximum in al contribution under desirable working relatlolnshlps and
condition. . provision for professional personnel development as well as 1mpr rement of
workmg ¢ aditions to obtain maximum productivity and efficiency with. speclf'e emphasis’
on indivicuai and human elements. In- other words, the- objectives should be to estimate,

' rétain, utilise and develop ari adequate staff by which o carry on efficiently the operations of '

K ‘the library, and-to help fulf!l the asplratlons and capabllitles ofthe mdmduals who compose :
the staff: ' : : : :

' 14.2.4 Components of HRP I R Nt E |
'IThe}_l.uman 'resource nlanni'n"g can be b'roken doiivn_ into three compon'entsf'

o Forecasting ' Estlmatmg future needs and stock taklng of. available
C ' resources 1nthe organisation - :

i

Recruitment P_lar_r To meet the gap between the mterna] resource and estimated
' " need : cternal recrultment : : '
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i) Frazmng and dpve!opmen! plan : T‘_ Lmlrse fully the human resources of the
' : ‘ganisation and-to deve]op the potentlal :
FESOULCES. :

14.3 JOB ANA}_“ESES,. DESCRIPTION— AND SPECIFEC_ATFON-_-
14.3.1 Job Analysis

~Jfob Ana1y51s isto f"nd out what is to be done and'to determme the best method of doing,
~ it. Tt usvally involves collecting information on characteristics of a job.that differentiate it -
from other jobs. Information that can be he]pfui in making that distinction includes:

- work activities
.- behaviour required -
- working conditions
- interaction with others
- performance expected
- machines and equipment used
- personnel requirements
T supervmon given and recewed

* Conventional job analysis looks at the job from the sta point of the demand the job

makes on an-employee. When completed it provides,a descrifion of acceptable performance.
It helps ta idéntify the skills, education and knowl§ equired to complete the job.

In other words it is a procedure by whi inent information is obtained about a job
by observation, interviews and questloglre .e., it is a detailed and systematic study of

information relating to the operation onsibilities of a specific job.

Job Analysis is “the pro etermining, by observation and study, and reporting
pertinent information relating to hature of a specific job. It is the determination of the
tasks.which comprise the job and of the skills, knowledge, abiities and responsibilities required

of the worker for a successful performance and whrch dlf‘ferenualed one job from all others.

Itisalsoa procedure for determining the specified tasks, operatrons and requirements
of each job. “It is the process of getting information about each job”, In short, it helps to
identify the number aiid variety of jobs to be performed in the library, whether it is smail or
big and performed by a professional or non-professional. The job analysis supports in-
preparat:on of job descrrptlon

It the l|ght of the above, it is clear that job analysrs suppons the preparation ofJOb'
descrlptlon and Job specnf’catlons :

14.3.2 Job Description

Job analys:s identifies different _jObS to be perfonmd in a Ilbrary Every _;ob takes time
-and "needs particular skills. On the basis of the time consumed to perform a job and the
relationship between various jobs, the jobs (or works) are grouped together, After careaful
study the number of staff required is estimated. At this stage, it is also deciced what jobs are to
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|

be performied by ¢ach identified position or job. Identification and description of thelworks to
be performed ‘by:edeli’job is job description. The same is recorded to create al iwritten record
of the duties, l'bSpOﬂSlblllthS and ruqulrum{,nts of a parucula.r Job '

BASIC DETAILS Ry

PURPOSE
TASKS ?ecbﬁdary |
STANDARDS ' _ :~ Standards for g‘f{f:c_gﬁ'w)é' perfoﬁnatlce of; il:.éléks' Criteria

have been cffectlvely pierformed

' PHYSIC LXL AND SOCIAL 3
| ENVIRO‘\IMENT

ADVANCEMENT .
CPPORTUNITIES

CONDITION OF _ 53 e
CEMPLOYMENT S Salary and other emoluments and be nef1t51 POSSIbJG
' ' overtinig fegurements: ‘Sickndgsand: pﬂnsioh;schcmes
Wclfare soctal .and otherfacilities. fubave: entl»tlemenf
: Spcc1al cmploynient condmens pplym o, thc -job‘

FoE
e f .' %




Yt is-astandard of personniel-and it isa written record oF the réquirenients sought in an”
mdmdual worker for-a.given job. In otherwords.it refers 1o a- sumtiary-of the ‘pefsonnel
charactcnst;cs required forajob. it isa statement of the minimum. dcceptable human qua] ities-
necessary; for the proper, performance qfajob G TIHen T L i - :

!

The job spec:ﬁcatlon descnbes the knowledge Skil]s and attitudes requlred to perform
the job effectively. The most systematic, format. CDnSJsts of four-columns:Thefirst column is

a list of the camponent tasks of. ﬂ‘lﬁ:job based. on the Job description, {oliowed. by the three.
headings mentioned above.

knowl, ‘ge'column requ1res ne, pamcu!ar e!aboratlon lt cpntams aI] the varlous--,
Kinds ofknow]edée needed for each task, e. B techmca_ profe

The skills column presents rather more difficulties because of the prob,lemépf |qeu‘t1fymg-_
and defining skills: Briefly described, skills are forms of behaviour which are essential for the
~ effective performance of tasks. They are .developed by re ce and d
. mental afid physicat attribiifes  Sitice ihbse” vary froim person'to per on""tl
attainable by individuals wifl Ilke\wse vary. Skills may . be intelfectial, n
{inter personal)

1 P Eiae R '.;2(-.,’-'_

The spcc:ﬁuatlon descrlbed belo.
this purpose i e s

RIYSICAL,

Academic attamments tmmmg received, experience and
;iskills-andi knowledge aiready acquared T :

SPECIAL APTITUGCES

1 H . PR N TR
st wlen ?1'.-1-'.'-'-"5*--’: wods b BT

i
=

DISPGESITION

CIRCUMSTANCES»... PSR SETy .Pcr"sonai‘;;_\_alrd'zidoméétits. 'cii'r"c-u'-mSt-'éhé'esfi(e’fg. mobility
: commitments, family circumstances and occupations) -
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.14 4 RECRUITMENT PLAN

Recrmtment is the generatmg of appllcatlons or applieants for specn" ic posmons through

three common sounes i.e. advertisement; state employment exchange agencnes or p;iyate-
' employment agencies; and present employees. In-addition, educatlonal institutjons, labour
. unions, casual applications : and [easlng (deputatlon) are also utlllsed_ '

- e) fAdVGI‘ffSEU?GHI‘ A well thought outand planned advertlsement for an .1p'p0i'ntmérit
: recLuces the possﬂ:nhty of gettlng apphcat:ons from r1ght people ' S

-3

b Empc"oymem Exchange and A genczes Employment exchanges with| branches in’ o
most cities, can also generate appltcatlons Their mam functlons are registrat‘pn,of jobseckers, - _
R and their plaeement in notlf'ed vacanmes _ o - o l D S

- (1) Recrultment Pollcy PR

. A recru1tment pol1cy in its broadest sense, m\{'ol\fes a eommitmen_t by the employer -
- tosuch g_ene_ral pn_ncuples as ' SR S '

to retaln the best and most promisiggo C hired; . l :
to oner pro:msmg opportumhes@e-_thﬁe working’ 'careel‘s; and

to pr_o_\nd_e programme

N to f'nd ancl employ the best quallﬁed and :ita_ble_ persons for each job;
f

3 A

nd f¥ilities for personal growth on the job.
. o i '
are '1|wolved ina ret:rlutm ent pol:r:;y.;

'Generally,- the_follow-i_n factOy

+ - .. to carefully. 'ob € the. Ietter and Spll’!t ofthe relevant publilc polllcy on h1rmg- '
and on the wholg, emp]oyment relatlonslnp A ‘

N '_ fo prowde |nd1v1dual employees W|th employment securlty, |av01dmg frequent
o lay—offor Iost t1rne ' o |

- . to encourage eacll employee in the eontlnum_g development of lll|s;’her talents_
T and skllls o . L

_ . _~' to ensune each employee ofthe organlsatlon mterest in hls persopal goals ai_ld '
EE S emPloYment objectives. : : o

o
I

o o ensure employees of ﬁrmness m allemployment relatlon sh| S, mcludmg
promotlonsand transfers B e

@ _Pfe_-'rgquisites '3of-a good Recrﬁi_tmenf Poli_fcy

_ L " The reg) tment pollcy of an orgamsanon must satlsfy the followmg conqlltlons
S ) it ‘Ell(}l;lld be i conform1ty with its general personnel pohc:es
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i) It should be flexible enough _to meet the changing needs ofan organieation;
i) Itshould be so designed as to ensure employmem Opportunltles for its employees

on a long-term basis so that the goals of the organisation should be achjevable '
and it should develop the potentialities of cmployees

v} It should match the qualttles ofemp[oyees wnth the recrultments of the work for
which they are employed; and '

v) It should hig'hlight the necessity of establishing job analysis.
(3) Scurces of Recruitment

I'he sources of recruitment can be broadly classified into two categories: Internal and
External. o :

i) Internal Sources: :

Internal sources are the most obwous SOurces. These nclige personnel from the present
working force. Whenever any vacancy occurs somebody within the organisation is
upgraded, trans’[erred promoted or sometlmes demgq ' C

Recruitment from external sources wi[?@ in motivating the eXisting staff. The
management is also aware of strength andayeakfigss of each employee, therefore the suitable -
persons not imerely on seniority shoul Wen an opportunity for promotion and.to take
" more responsibility. However. it hagdew dvantages wherein new talent is likely to get an
‘Opporiunity. ' ‘

ii) - External Sources:

These sources lie outside the'organisation. They u_suaiiy include:

)  New enirants i.e., young, mostly mexpenenced potential employees eg., the co[lege
studenis

i) The"unemp'ioyed — with wide range of skilis and abilities
i)  Retired experienced persons
External sources provide the requisite type of personnel for an organisation having skill

training an+ education. It gives an opportunity for rectuitment trom a Iarge market and
posmbﬂ:ty forthe best selection.
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'145 INTERVIEW SELECTION AND TRAINING b

. The interview consusts of 1nteract10n between mterv iewer and apphcant It I:J apowerful -
techmque in achieving accurate information about_ the candidate, The interyiew needs to be
'planued 10 eiuudate complete and relevant mformatlon m ev _ . Jt should be
" conducted in a conduewe enwronment and pro\ode 4 chance to the candidate 1o speak.

Four kinds ofeiﬁtéf\fiéeeifﬁff séféictioi have begri iaentificd ‘Theseare |

_ 1y .- Preliminary interviews: It is a preliminary® %creenmg 8f applicants {0 decide
whether a more detailed interview will be worthwhr]e
v Larraind e inaniet e o hot ' ‘

2) S.tresr rnrervrew It attem) pts to observe how an apphcant perform under Stress::

"3)  Depth interview: It covers the'com plete hfe history of the, applneant and includes
the candidate’s work experience, academic gualifi ications, health interests and hobbies.

i !r BRI ER

ey PR mterﬁueu} These mter‘v:ews v
qué?s;tiijﬁii-ngcofthe appl‘lcant‘ 4 is §tru il d"oﬁe

i'i'.'i‘-if‘.i‘fiq_)’l P

14 5 2 Selectlon

o _-_f:}Havmg adeut:ﬁed the potentr
and qualifications:and make a:sel @
or morg, applicants.among. the apPlis
estabhshlno the “best mat een _]Ob requlrements and sultablhty of eandrclate s;quahﬁ«-
cations. - ‘ _

The selection procedure is concerned with securing relevant 1nfbrmatron otL an apphcant
- Thls mformatlon is secured ina number of steps or stages_ The objectlve of selectron process
b and fo choose the appheant

' who is most Ilkely to perform we!l in that ]ob

- _\_r__. Y]

Geope eiizea

The seleotlon procedure adopted by an orgamsatron is mostly tarlor-made to‘meet its
partrcular needs. The thoroughness of the proced ure depends upon three faetor%

~ First, the nature of selectron whether faultv or safe because a faulty selectron aﬁ‘ects
. on the training period needed.; results in heavy expendlture on theingw, emplo)tee failure on
his job. : .

‘ Third, the fength of the probatlonary penod The lorigér the' perlod the greater ‘tHe :
uncertamty in the minds of the se!eetecl oand]date . _ ‘
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A) STEPS IN SELECTION P‘ROCED VRE:

There is no qhortcut 10 ap accurate e\raiuation of d candldatc Thc hmng pmccdurcs ar,
) thcrefore gumr'ﬂ]\ long; and compllcatad '

_ ’l hc, fo!iowmg prou:ciuze 15 modumtelv aCbbptablb to cvcry onc and 11: ma3 be modlﬁpd
to suit to the individual sﬂuatmn ’

D) .Préliniinarj? .ihtﬁ;:'_r_vie_w: _{jr s._éréen.i_ng,_ o
.ii)' : Appltcatlon -t helps in lcarmng about an apphcam § baukground Applicatlon
needs to be designed carefully to elucidate the required iiformation from
candidates.
1i1) A wcll conducted mterwe\\ to explore the facts and know the attitude of the
S apphcant 1o the jOb It gm,s a chancu to ﬁll in l:ha gaps of required mformatlon of

the Lzmdldate

~Iv) A physical examination — health and stamina are vital factors in suceess

W) A refereﬁ'cé Che'c'k, and :f- o R 0 %
- vi), Final Selﬁctmﬂ approvcd by manag W communication of the decision to the
N _cand:date S L DR

"14.58.3 Placement and lnductlo'

1} . Placement

o Placr,m{.nl has gamcd ay nnportance nowacl'ws and is 1mp0rt*mt E)uth for the -
supcrwsor as. wdl as his new submdmatts '

Increasing unphasis' on hii'rnmirelati(jns' attitidinal aspects and high turnover in the
fifst few months of employment necessitate the best. arrangement between the supervisor and
the new subordinate to help the c,mplowe adjust and. accept the other mel(l} ees-as coworkers,
© To aid this proccss some organisations have extensive om,ntatlon DIOgranumes Whlch help in

_usuallmng the entlrc opt,r'ltlon cuiture and rclat:onshlps prt,vzuhnu i tm org,amqatlon

Placement has been defined as “the detérmination of the job to which ;\q".ié'cei)ft,d
_ candidate 18 to be assigned and his assignment to that )ob Placcment and follow up aims at
* cnsuring whether the individual who has been sclcctcd 1s placed thably on thr jOb k 1f1 «docs
the ]Ob \we]]

. Just rn,cruumg an {‘mplo ce to an or gamsanon 15 no‘i mough Putlmg ‘fh{, ught ma,ﬂ at
the right job is equally importasnt, A misplaced employes is a disgruntled and fruwt' ated man,

A misplaced empioyee cannot give his best to the orgauisation. Lack of interest in the job will

be reflected in lower productivity. Proper placement will go a long way 1o reduce emnlr.cc _
tumm«er dCCldcnt abscntcclsm and 1mpr0vc ;vmralu of the umploveee )
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L 14 5 4 Tralnmg and Development

|
if) Inductlon S o - |

[ The mtroductlon of the crnployec to the _]Ob 18 known as 1nduct10n It i 1s the Lrocess by
: whlch new employees are introduced to the practices, policies and purposes of the organisa-.
tion. It is basically a welcoming process. Induction follows placement and consists L(:.f the task
of orienting or introducing the new employee to the company. Instead of leavmg him to stum- -
ble his way through the organisation, it is better to systematically introduce himto the company,
. its policy and its posmon in the economy. Con51dermg the fact a number of workers, newly
. recruited, either e from surroundings or have secured appomtment in an industrial unit for .
the first time, it is-imperative to have a thorough 1nduct10n programme to .ease the strains

effected by the change in soc1al environment. .~ : : -

- Training is. the act of inereasing the knowledge and skill of an employee for doing a
partlcular jOb Ttis concerned with. 1mpart1ng speclﬁc SklllS for particular purpos,s.j : "

_ Employee training tries to 1mprove skills. or add to. the existing level Iof knowledge 'so
' that the employee is better equipped to do his present ‘job, or 'to prepare lnm for a higher
" posmon with increased respons1b1ht1cs In other word trammg of employees goes a long
~ way to raise the level of productivity in-an orgamsat improving their skill and know-"
" how. Particularly in a world of rapid changes i 0 ;,y and operanonal approaches, the
training in new ways of doing things becofnestlve_ for doing them in a better way to
produce more. When the more progressivg.conc in an organisation adopt new technigues -
* for raising their level of operational effec?s those who would stick to: the status quo’

must lag behin_d. Trainjng -is-._thus ?i preventing obsolescence.

" mternal employees. For a mployee, the training is to provide acquaintance to the-
“environm. ut and culture of the Worary. It enables him/her to know the procedure and support -
in achievii -1 the goa.ls For internal employee it is a refrésher course to get acquainted_ with
new, equlp.ncnt update the knowledge in the concemed ﬁeld ete. o

Basncally the training %’t W types: (1) For a fresh and new. employee and (_2)'.-'_For

_ It provides conﬁdencc to the employee to handlc the _]ObS conﬁdently and contribute 1n"'
successful achievement of goals. The training needs to be planned and désigned. The time; '
N contents, thc place and the method of training aré important factors to be conmdere{m designing
' the training programme. It can be done. either w1thm or outslde orgamsat10n Eyen resource
-persons can ‘be brough* ;tom 0uts1d<, '

- The trammg promdes onentatlon to the job and also gwes an opportunity for tll_e C
_ nnprovement of the skills and knowledge " : - ; '

| 14 6 PERFORMANCE APPRAISAL

.1) Need for Performance Appralsal o R :

_ Performance appra1sa1 or mcnt-ratmg is one of the oldest and most nnlvelsal practlces
of managemcnt It refers to all the formal procedurcs used m workmg orgm1satlo+s to evaluate
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‘meet its goals. Not only is there

the personalities ard contributions and the potentlal of group members. Modemn management
makes somewhat less use of the term ‘merit-rating”. The trend nowadays is in the direction of

attempting to measure what the man does (performance dppralsal) rather than what he is (merit-
rating)

Performance appraisal is a systematic evaluatlou of personnel by supervisors about
their performance as employers are intcrested in knowing about employee performance.
Employees also wish to know their position in the organisation. Appratsals are essential for

-making many administrative decisions; selection, training, promotion, transfer, wage and salary -

admimistration, etc. Besides, they aid systematic and objective way of judging an employee
m performing the task. :

ii)  Essentials of a good Appraisal System
Following are the essentials of a good appraisal system;
1) It must be easily understandable: It should not be time-consuming and complicated,

i) It must have the support of all, who administer it: It should not theotetical,
' ambitious and unreahstlc Good understanding must cxist between the rater and

the ratees. _ _ Q
iif) Th_e system should fit the organisation’ ratifs and structure.

3 : s Qpe
iv)  The system should be both valid and rQ.

v)  The system must have bujligin 1 cntiveé, that is, a reward should follow
* satisfactory performance. ' '

vi)  The system should @:dically evaluated to be sure that it is continuing o

ger that subjective criteria may become more safient
than the objective standards originally estabiished. There is also the danger thar the system
may become rigid in a triangle of rules and procedures, many of which are no longer usctul.

14.7 WAGE AND SALARY ADMINISTRATION

Services rendered by individuals to organisations have to be adequately paid for. This
compensation generally comprises cash payments, which in addition to wagces includes pensions,
bonus and shared profits. Compensation could also be in the naturc of promotions or words of
praise. Workers also derive a certain amount of personal satisfaction when compensation is
remedial. Besides wage, there are certain aspects of job compensation which an employee
looks for, such as job satisfaction, job content, rcsponsibilit.},f_ crcuti'vit_\-, and so on,

A sound compensation package should encompass factors like .lduquacv of wages, soc:lai
balance, supply and demand, equal pay for equal work, and vwork measurement. The concept
of adequacy has two components, the internal and external, The internal component has a link
with the fair wages concept, i.¢. for a given job, 1s the money compensation for an employes
to maintain and cover basic needs such as housing, food, transport, medical care, children’s
education, etc. The external adequacy would be in relation to comparable jobs at other places™
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with snmllar background rcqulremcnts The wage ccmpcnsatxcn for a part1cul" i
not: bc less than what 1t can command clsewhcrc

14. 8 GRIEVANCE AND DISCIPLINE

14. 8 1 Grlevance . . A A R |
Accordmg to Mlchacl d.. Jumus thc term- grievancc means: “any: drsccntcnt 0r3"‘-'
.'drssatnsfactlon - whether. éxpressed or not and whether /valid or not, -arising oit 0 anythlng‘ D

" comnected with the company that an employee thinks, bcllcvcs or even feels. is unfair unjust
or inequitable”.

]) Conformny with exunng fegniatron Thc proccdure shculd be dcmgned to
supplement:the existing statutory provisions - Where: practlcable the ‘proceduire canlmake use
of such machmery as thc law nnght have. already prowdcd f0r

A grievance procedure should mcorpcratc the followmg fcaturcs

L s ) Accep!qb:hg; Thc gr:evancc procedure nmist be: acceptable te cve:yonc| In order
to bc gcncrally acceptable it must ensure justice to the @r B
1

3) .' Simp!fc:‘zy Thc proccdurc should be_gi
employee; Thc steps should be few a.nd channcl
: dcvcloped B PN

ple“effough to:be: un’dcr:_stc’cfc'ﬂ by every
ndiing grievances should bd carcfully

pchcy Justice delayed is justice den @ prcccdurc shculd aimat.a rapid dlspckal of any
and every grievance.

1408_2 Discipline o o @ . :.;.-_: e e Ll 'fi. |

- Disci; dne means orderliness - the -opposité of confusion.” Good: Ellsc1pli'hd"'ré'fci"s"tc’“ -
orderly bchav;our in accordance with the rules -and- procedures of the- crgamsatlon Poor;_"'
discipline refers to the failure of individuals t6 obiservé the riles &stablishad by'the organisation.”
Disciplinary action means taking action against an individual when he depaits from the norms
and rules. The d]SClp]il‘l?I’V action hclps 10. thlblt soms. undcsn‘ablc bchawom cf chlployces

4) Prompiness: Speedy: scttlcza of &grievancc is an iinpcrtant‘ and: sound [personnel

: Dlsmphnc may be of two typf,s poastwc and ncgatlvc Posmvc d15c1p11nt, or:¢ thf— o
discipling’ is the. best discipline. ~This refers to. in whichs:
subordinates w1lhngly abide the rules. The d1sc1p!me is. achlcved by posmw mthatlonal.' ..-
activities. Negative-or punitive discipling is.onc in which management - exerts: prcssure or.hold:

' out ﬂlrcat by 1Mposing pcnaltles on wrongdoers. It is also callcd ‘Progrcsswc or “Corrective”

DL AR
=T
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14,9 LET US SUM UP

Ma.npowcr planmng or human resource plannmg is'the majcr ta‘;k cf] persorial
managcmcnt ‘because it is basically concerned with utilising manpower resoufce. Manpower >

|
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management or human resdurce fnanaggzn__lent_s_ta_rt_s___with manpower planning. Manpower:
planning involves the process by which managenient determines how an organisation should
move from ts current manpower position'to its desired manpower position, Through planninig. -
‘management sectires an equilibrium between demand for and supply of right aumber and -
kinds of people at the right time. Manpower planning is a supply and demand calculation: _

Manpower planning is gaining increasing acceptance among the .managers. Basipaily,:__. _
‘manpower planning involves locating “a job for a' man’ as well as preparing ‘a man for a job’.
The term ‘manpower’ could be equated with ‘labour’ in the sense of factor of production. Iri"
this sense manpower can be understood to mean “personnel’ or ‘employees’. Sometimes the. .
term manpower is used to mean the total quantitative aiid qualitative human assets of a country.
In this sense the term manpower means the power of the man, both in terms of the size of the- "
pepuiation and the talent and educational levels in that population. Population can be said to

determine the quantity and education of thé manpower.
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14.11 GLOSSARY

Appraisal S : Estimate, to judge the quality or worth of.
Aptitude o _ e quickness to learn or understand.
Assertiveness : : to declare or to state positively. =~
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: ' Attainment - |

'\_ Bias

" Conformity =

- Disgr’ﬁntled

" Disrupt
‘Forecast
Frusts'ate _
G‘raphology- N
Grie;ance |
Obtiiﬁum _'
PerSevefance

~ Pertinent |

- i’hys_iognomy
Probaﬁen
Redeploy

: Redundaqeies -

. _Taisk‘

. agreement; action in accordance with fules,

" the period of testi or trial. :
" to move from é'tp_another. S

.. the state I ity of being’ r’edundant! (excess).

' aecompllshment anythmg attamed

~displease.

'relevant to the pomt

partlallty, inclination. i

spllt up; to break apart. ]

to estimate or calculate in advance predlct .

to prevent from achieving an objectwe baffle; defeat. _

the study of handwntmg

,complalnt or resentment.
' the best or most favourable degree. | .

: the act of perserving; contmued patent effort

I
outw_ard features . Or appearance.

14. 12 MODEL EXAMIN

]
1) 'What are the objecttes, purpose anci-process-bf HRP? T

'.: any piece Offork. |
g %QUESTIONS R

1 ESSAY QUESTION

1 2) Describe jeb analysis and ekplainjob deseripti'oﬁ and job s'peci'f CE.lﬁ'O.l.‘l.. :

3 "Explam in detail the dlfferent sources of recrultment and dlscusslthelr

demerlts

4) -Descrlbe the steps 1nvolved in Selectlon process

1L SHORT NOTES

ay Grie_van‘ce ari_d discipline
by SeleC_ti__on

- ¢)  Interview

~d)  Job specification
. x i ’

merits and




UNIT - 15 ROLE OF COMMUNICATION IN
HUMAN RESOURCE MANAGEMENT

' Structur_e

15.0 ‘Aims and Objectives
15.1 Introduction.

15.2 Communication - Definitions and Importance
152.1  Definitions
15.2.2 Importance
1523 Orgamsatlonal Cornmunlcat.lon

- 153 .Communj‘cation Process -

15.4 Channels of Céﬁiinumcation-_

1541  Formal -~ N _
1542 Informal T o S

15.5 Barriers to Communication - ' |

15.6 Principles of Effective Communicatiog .~ ™

157 LetUsSumUp B Ov

15.8 References o

159 Glossary ' : Qs

15.10 Model Exammatlon Qucs o

15.0 AIMS AND OBJIQVES L

'The ‘aim of '[hlS unit is to 1ntroducc the rolc of commumcanon 1n human Tesource .
managemcnt :

After going t]:u-ough this umit, you should be ablc to
. deﬁne the term commumcatlon __
o explain the purpose and functions of comrnunication

. descnbe various - channels of commumcatlons and the barners affect:mg thc
- commumca‘uon process -

o list out various pnnc'lplcs of effective commnn'i__cationf

"'15 1 INTRODUCTION

Thc term ‘Commumcatlon is derwed from the Latm Commums meaning ‘Common’,
and thus when we. connnumcatc we are trying to estabhsh a commumties of 1clcas with some
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one. chtlonary meaning ofeommunleatlon is news, or the act of, m'«lkmg oneselff understand
. means of sendmg mformatton between one. plaec and another R T

_ o _1eat10n in genera! |s a proee'as of passmg messages mformanlon or ideas
from one person to another; which results.in ‘receiving identical meaning and emotion meant
- and felt by the ‘communication: It is the process by which people attempt to share|meamng via
the transmission of symbolic message. The management accomplishes the tasks through:the
people. Therefore, it is necessary that clear, understandable and meaningful communication
takes place among hurnan resources at various levels. With effective:communicatiori, the
meassge or meaning is shared and understood. Communication of mformatmn also medns

expressmn of motives and attitudes.

_ It had been estimated that 70% 01‘ the average person 5 tlme is spent for IlstemP‘lg, speakmg,
' readmg and writing. The information may be communicated either vetbal:of non»verba] means,
Therfore communication has been charaetensed as llfe blood ef organlsation :

The library managers/librarians/ mformatlon scientists, llke Lhe managersJ in any other

. -service organisation, must be concerned with communication‘éffectively with pzitrons as well

as with staff.. Poor, ineffective or nonexistent communication can be and often is the main

complaint of library staff members. But the communication probletiis’can be identified ‘and

- improved, provided, both sender and receiver should ver:fy what was said and understood, '
because verification is essential to complete commupicatign. If anyone in thie ilbrlary is careful

to use Job—related terms in a consistent manner, then Wue fommunication can ta;(e place.

152 COMMUNICA’K IONS - DEn@mne;j‘I_MPjo-RmN(:E AND

. Comrnumea_tlon from the f- management is defined as the process oi‘ exehange
- of information, ideas and opinjons Which bring about integration of i interests, aznlns and efforts
_among the members of 2 os @0 ganised for achievemenl_of_ predetermmed goals o

; 15. 21 Defimnons

ways

[§] Ketth Davis defines commuaication as the process of passmg mfbrmatlon and
understanding from one person to another, It is essentially a bridge of mearfmg between
people. By using the bridge of meaning, a person can safely cross the river of m isunderstanding
that separates ail people. (Human behawour cit work Tata’ MeGraw»Hlll New ‘Delh:}

2) Aecordmg t0'C. A: Brown “Commumeatlon is the proces:, ‘of u:ansmtttmg ideas
or thoughts from one persen to another for the purpose of creatinig understanding :n the thmkmg '
of the person receiving the communication”. (Commumcatlen means. unde. standmg in
permnnel Administration, Jan = Féb- 1958 p 12) T R . | o -

3) Lou1s Al Al}en has de‘;cnbed eommumeatlon d:, the sum of al] thmgs one person
* does when he wants to create understanding in the mind of in other. It involves a sysfemar;c

- and continuous  processof tellmg, hstenmg and understand:ng” (Mamgemew and Frgamsamm
- MeGraw-Hill, New York: )
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4} M. W.Cumming describes communication as “the process of conveying messages

* (facts, ideas, attitudes and opinions) from one person to another so that they are understood™
(Theory and practice of Persosncl Management. 1einemann, London.) .

15.2.2 Importance of Communication

Communication is the process of transforming information from an information source
to a destination. Communication - the exchange of information and the transmission of meaning
- is the very essence of a social system or an organisation.

The art of communication is old but its rise to prominence in personnel administration
is comparatively recent. Communication is a mutual exchange of facts, thoughts, infornnation
or emotions. Coinmunication is as necessary Io an organisation as the blood-stream is to a
person. -

Communication-is the primary life process of organisation. It is the indispensable
administrative tool. No administration exist without communication. It is communication that
solves operational problerns and helps the administration to get over crisis situation,

- Decision Making (DM} is the core management process. Communication and dicision
making are inseparable as DM is based on factual and i ly information. Therefore. the
manager spends sufficient time in communication and at the saNe time the managerial effciency

and performance improves with good communication. [t 3 pports understanding needed
for group effort. ' ' '

The overall objective of the commuis
participants to an organised activity a general
secure the individual’s personal identi on With the organisation as a whole.

ion system or process is to create in all

The tollowing are the im'p { objctives of communication:

- to facilitate and deveiolf free exchange of information and undevstanding that is
necessary for group effort in converting thoughts into actions: :

- to ensure proper and clear transmission of directions to ait individuals concerned
with the organisation: ' N

- to encourage expression of thoughts and deas as well as suggestions from
subordinates ‘with a view to bring about improvements in the product, work
environment/conditions, work methods, or practices inciu_ding cost reduction or
waste administration efforts, etc. '

T - to prepare employees for any necessary change by providing them necessary
information well in advance: :

- tohelpemployees in understanding and aceepting the roasonavleness of tie siatus
and authority of everyone in the organisation:

- to foster attitudes necessary for mutual cooperation and goodwill; and -

- fo motivate employees and raise their morale.

&73

s¢ of oneness of the organisational unit and
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15 2. 3’ Orgamsatlonal Commumcatlon

Commumeatlon in orgamsatron mvolves transfer of. correct message from ode person
. 10 another Every LIC should develop and maintain an effective system of orga.dlsanonal
- communication. Effective communication may be most important management problem. If
- there is no proper eommumcatlon it may be difficult to understarand-and; ‘ultimately leads to
. cf to see that the meaning; must be transferred not: the| words to

olved in

St T ]
PR

i .__acto s affect the process by i nﬂuencmg people in
ciimmun'lt':atlon. i . . - .

It may be nece_ssary to develop commumca’non networks w1thm the orgamsatlon They

- upward and horizontal communlcatlon Lack of effectlve comm unlcatlon rnay result in adverse
y lmpact en human relatlonshlp and, achievement of. objectives.’ Therefore anjeffective -
] ";‘network must be developed inany LICs. Asa.part of thig:process;
uld be ithgut: fear: It i§7not-only internal
] . g theforganisational: hterarc‘hy should
be planned. The barriers of commumeatlon (dlsQIater in thls umt) should bereduced::+
Aceordmg to Mintzberg, the commugigationtas three lmportant roles,‘which 'ndlcate

the lmportance of commumeatlon

a). . interpersonal.role L "45%' A
b) - informational role - 459y
+¢) ° decisionalrole -1

The following diagram deplcts the commumcatlon process model and |t shows"how
each part'is connected and influence each other. TR :

Lo

_ _Communi__c_a_t_iot_r. pr;o.C,.GS_S":Qf adibrary

“Encoder’ Message Channel

" "Rehction

Knowledge
creation

i, ._'.._--:-Cr_ealtion of.
-/ knowledge
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Whether formal_or 1nf0 'l the_ basre commumcatlon process nvol S seven steps

noted that nelthe the elemehts ef this model are ayways sep arate n
fixed order, they are ]USt necessary for commun '

ube oral or. wntten

itk

,leferent fonns of commumcatlon acts as, encoder‘ They may

to the recewer(s)

~3)  Themessage: Itisan iidea’ or-fatt "er-‘informatien' from::ithesource:: ‘This may
be af subject matter or any other mformatlon mtended to communicate. Thls is the crux of the
commumcatlon o : ; R o i

4)  .The channel: An organisation structure itse
channel of communication is a pathway or medlum by
~ from a source (The sendei) to a recewer

ice (such'as an éar or an eye) to decode
f use to the Receiver, Thus the decoder is

i ) YA AR IO D R e kT
eceidgr: The communication process

is comp ete when it s
is” by received at the _intende tion 'by_

the recewer The receiver. takes the message

f.'.u..:a Bt L

D The Acnon and Reacnon‘_‘-,\lAﬁea the: commumca‘t:on 1 Process. is: eompleted the
receiver acts or reacts to the messagef mformation he hs received and interpr etes. Some time -
.the teader inferpre _mmumcatlon ressage o information, which again may
becomes the ‘Souree 0 Commumca,tlo ' :

Commumcatlon OCCurs at-various levels and: may take several w:thm‘the orgamsatlon
but two basnc kmds or types of med;a of commumcatlon or ehannels of commumcations are

(a) formal and

' a.f(b)«\ i mformal comm umcatlons

“A channel of comm umcatlon is the route through ‘which mformatron flovitrom a* Source’
-(the sender) to a ‘receiver’. In other. words, lt rr-F ars to specific courses or conduets th1 ough




In an orgamsatron or lnstltutlon the channel of communicatlon acts as an nnportant

.communlcatlon media for inter personal communication. it means, mformatlon flow fromthe - -

authorlty to its staff: it moves downward, upward arid horizontal among- the staff of the -
' _organrsatlon In other words, it may flow froma superlor to: a subordmate frorn a subordmate .
to asuperlor 1ntra admlmstratwe or external ) s . s

15 4, 1 Formal Commumcatlon

. In every orgamsatron there develops an 1nst|tut10nal pattern of formal commumcatlon

consmtmg marnly of “Official Channels” and the execution of ‘Formal Communication systems -
or programmes’. The official channels of communication correspond closely to the specified
_orgamsatronal relatronshlps among positions or people These are official and form a-part of
 the recognised. communication system which is mvolved in the operatron of the orgamsatron
' Further these may be oral or written. :

Fo'rrna_l c'ornrnuni'cation pattems are of three types,-.'nanjel'y, |
.' 1) Downward | - - )
.r'i) ':'_-[‘.Jpvnard,_-an.d . ' o
i) Hor.i'zon.'tall o lateral . | 0 .' . |
r) '. R ‘I.)o'\vnward Conrnlurli.ca_t__ion: _ O
' ;_l_".he_.hie\rarchical arr'a.ngement of% in the org.anlzatron and the functlonal
I

| | r for communlcatron pattern. In 51mple the passing -
of information to persons l-ower_in predhisational structure is downward communication.

‘This co_rh'niunication 15@1 ly of five. t}’].JeS_;. _

) -.'Sbeciﬁc'task directives (f.e.job' instructions). o

by lnformatmn designed to produce understandmg ofthe task and |ts relatron to
' .other orgamsatlonal tasks (i.e. JOb relatron)

) Informatron about orgamsatlona] procedures and practrces for example about '
- vacations, sick Ieave rewards and sanctlons

dy B Fee'dback to t'he -sub‘or.din_at_e 'about his performan_ce:.-: -

e) Informatlon of an 1deolog1cal character to 1nculcate a sense of rnlssmn
(e mdoctrmatlon ofgoals) ' -

Therefore a formal commumcatlon may be Mandatory (implying a command or an -
order to be followed —a commumoatt-"n which is mostly *Vertical™ and usually one - way) or
it may be mdrcatwe ‘or explanatory - S R

Further when the top management is conscrous of the need for conveymg mformatlon -
dov#n the linie, this _]0b is falrly well done in the normal relatnonshlps Personal contaets and
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“operations procedures provide the ‘most commonly used-and most efficient 'means_'of_l" '
communicating between top management and the divisional heads below the level of top -
fnarragement. - S ' C S ' o

The following diagram represents downward communication,

Policies
Procedures
Rules '
Hand books

ii) UpWard_Co_mmun@

- ‘Upward Communication® refrs to the inférmation passed from the base, i.¢. the rank-
and-file employees to the immediate superior— the superior/foreman and through him
successively to higher levels of management. The top management or executives at the top
level want to know what has happened; they need information relating to productivity,
effectiveness of their orders, instructions or directives etc., o be fed upwards to the management,
In other words, when subordinates initiate communications to their superiors, the flow is upward,
and the messages may be used in decision making, expressions of dissatisfaction, or opinions,
and these may provide evaluation of input on individuat and unit performance.

e

The upward communication may be classified as under:

(a) Whatthe person says about himself, his per‘forhian(;c, gnvironrﬁent and problems;
(b) In-forrriation_about others (colleagues) and their problems;
- Infcjrrriation about organisational practices and po'lic'ip's;-and :
(D) Information concerned to the needs. -
It may be concluded that the upward communication is rhainly reporting,

- informing, reqesting, suggest_i_ng' to the ligh level managers. It may be.also-a feedback to the
dowward message:. - o T Cos o
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S AP 1+ grievances

e © ] B : Sagge'stions )
. - attitudes
O A L T .|iperformance-:

\ s ‘ s ’ B LA . -
- g / : . i i .]‘eports
*, ;-"} A ( e i
- T : P

i) Horizfontalfjor-Late

lfferent departments oF sect:@ns is’ knowu 5 horizontal or

lateral. If 2 department or: se p éad needs some mformatlon from another department then | -

commUn‘icatlon ﬁéw‘  ‘be & sectionis- of departments s catled hidtizontal
i o Gther wards;thisii iis commtitication between pérsonsiof the same Ievel in




mter-departmenta] S S o Ime and staff
A "h'temos B _ :confcrenqes
non superwsory ) union management.__
mteractlon o :

Librarian

Techdical |

A:

gang plank
s 3’hbri*z‘éﬁtéil?é‘o?ﬁ-r’nﬁ" Pe

cored

(b) ..'Written; C,' glmmunicat;‘on:;

' er ten. commumcatlons are always ;put into. wrltmg and ate-ite carefully thought
out and formulated. ‘They can be retained as records:and refetenices’ sources and they are™
partlcularly essentlal where their preservatlon is requlred as in the case of dlsputes

People who know each other in: the orgamsatlon talk together informally. 'One thi
g they have in common'isthe organisation they wark for; $6 they talk abiout the happenmgs in’ C
the orgamsatlon and about-the- organisational members. > This type of informal communication
is based on the informal relationships that grow up in an organlsatlon It develops as a.result
of inadequate-formal structures. Inforinal commumcations grow Sut'of'the soc1al 1nteract10nsl
~ among people who work together. These aré not'botind by’ any chat; status, conventions,
customs and culture. Such commun ications provide iiseful lnformatlon for events to come, in

- the form of grapevme. '

H
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~ Informal communications, therefore, refer to the GRAPEVINE 'throulh which an
individual discovers information which would have otherwise taken a few days to receive
through official channels. linformal communications may also include Tumors, g ssip, general
social 1nterchanges ‘complaints and other informal tatking among eniployees. Confmumcatlons

- on the grapevine are mostly oral and spontaneous and enjoy high degree of.credibility. In the

informal communications structure the Grapevine of oral exchanges, which is highly influential
and important, is usually based on mes'sagcs_ in the form of rumours. Since rumours usuatly
exercise great influence on organisation members, in some organisations Rumour Clinics have .
been established to providé mstant answer to objectionable rumours.

The grapevine carries two types 0finf0r1nation, namely, work-related and people-related.
The grapevine starts in the organisation when the employees are not informed thiough formal
channels. The grapevine has remarkabie speed. The grapevine helps management in) interpreting
 its policies to the workers and communicating their reactions and feelings to the rnanageinent.
The rumours spread through grapevme can be stopped by

'i) - supplying facts face-to-face w1thout mentzonmg thb Tumour itself. Repeating the
rumousr may get credibiiity. '

11} allowmg part1c1pat10n to members in dcturmmmg some part of the simation which
‘effects them; and '

iii)  seeking cooperation of dependablegd

rmaf leaders in combating rumois.

to be a barometer to the ma nagement as
be done about it. Therefore, managers must
ymission system prevalent in all organisations. and -
ir communication system will prevail ultimately so -
fminate between genuine and spurious communications.

~ However, the grapevine communication oX
to what 13 ailing the employecs and what
not ignorc the grapevine or the ramges tr
should not think that the integritd
that the employecs may be ablggo dis

15.5 BARRIERS TO 8OMMUNICATION -

With all the sophistication in the modem techniques of communication, the result may
not be there as it sometimes happens. The executive or manager must be aware of certain
factors which come in the way of successful communication. There is no such thing as perfect
communication. There are continuous forces at work - called barriers — which tcnd to distort
cormnumcatlon and promote disorgantsatioti.

in communication lines or channels - downwards, upwards as well as horizon ally, which
create problems. or difficulties in the transmission of intended information or messages 1o
specific recipients or receivers for whom they arc meant in a correct or approprla{e form that

Barriers or impedimmt blocks to effective communications réfer to various iinerferenceq

may be necessary for attaining the desired goals. An adequate knowledge of suchi barriers or
blocks and problems there in is of great signiﬁcancc_ for all managers as well as cmployees.

These barricrs to communication arc of various types. . lef‘eu,nt authors stated it in

. different ways. But broadly speaking, these are of three types: 1) Human/personal, ii) Stmantlc
.and iii) Technical. These are iflustrated below: ‘

0 . . ‘




Communication Barriers

Human/Personal ' . Semantic
] ! . ,

Technical

1. Distrust, threat & fear ' 1. Language 1. Physieal
2. Psychological : 2. International 2. Mechanical
' _ : ' environment - '
3. Organisattonal : _ 3. Iﬁformation
4. Social o S 4. Geographical
5. Faulty expression L ' 5. Time lags
- 6. Poor retention ' ' '
7. Ehadequate ]istening

15.5.1 Human/Personal Communication Barriers

(a)  Distrust, Threat and Fear: Distrust, threat, and fear uindermine commeunication.
In a climate containing these forces, any message will be viewed with skepticism. Distrust
can be the result of inconsistent behaviour by the superior, or it can be dite to past experiences
in which the subordinate was punished for sincerely reporting unfavorable, but true information
to the superiors. Similarty, in the light of threats-—whether j of imagined—people tend to
tighten up, become defensive, and distort information. .

(b)  Psychological barriers: These are @ ted with the status sya'n'boi ¢f an

executive. Further, communication can be thwarted™he potential content of the message
threatens the psychelogical or economic wel of the recipient. People hear only what

they want to hear, but if the message hasmpad ntent, the receiver wil not be atientive.

{c) Organisational barriegs: M bers of an organisation may be restricted i their
communications to formal chani . The greater length or span of communications ir: a
larger organisation fay pose certatyfroblems, particularly those of coordination, distortion
and resistance, that may block the effectiveness of communications to & very great extent.
The problem of ‘co-ordination® arises because em phasis on communications through official
channels is likely 1o reinforce barriers betweer: vertical units and the number of barriers are
tncreased in the same pioportion as are layers of intermediaries (hierarchicat levels) in tie
communication process through which retransmission of messages have io take place.

‘Distortion’ of a message being transmitted is likety to oceur as communications pass

through various levels of authority with different managerial approaches and interpretation at

cach level. Distortion effects impeding effective communication and it s likely to be grearer

as the number of levels increase in the communication process. The problem of ‘Resistance’
-as a barrier to the desired success of a transmission may oceur in varying degrées depending

on the extent to whiéh various hierarchical levels in the organisation distike a specific inessage
Cor regard it as in appropriate. : : '

(dy  Social barriers: Sacial values held by people often act as personal barriers to

free, frank and effective communications. Social status can be. batriers to communication. In
the organisational hierarchy, a certain status is attached to a position, which boosts the cio of
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“the incumbent. Subordmatcs become aware of the existence of such statusiin their relation-’
ShlpS with their superiors. This may distort the upward communication process. This barrier
is reflected through lack of spirit of friendliness, genumc cO- opcratlon and 1camwork

(e} Fazd!y expresszom and !ack of clarity: Irrespectlve of how a comnjunication is
delivered, messages may be expressed badly because of such faults as poorly sejected words
~ or phrases, inadequate vocabulary, poor organisation of ideas, lack of cchererice, careless -
omissions, unnecessary and irritating repetitions etc. .- Besides, communication is often vague
and. badly expressed through the use of inadequate words and poor orgamsatlon of ideas,
resulting in lack of clarity and precision. Thus it always rcsults n creatlnw noice and some
loss in transmission of the mt:Sbag, communlcatbd

(f) Poor retention. Tn a sérics of transinission from one person to the next, the
message becomes less and less accurate. Poor retention of information is angther SSriplls'
problem, Thus, the necessity of repeating the message and using several channels is rather
obvious. Consequently companies often use more than one channel to commumcate the same
‘message. :

(2) Inadequate listening as barriers: Listening is an important element in
interpersonal communications and people in-organisations spend about two-third of their work-
“day in verbal communications, half of this involving listSging. . 'Yet most pe,op!chack the skill
of listening because of individual differences in the 1c%g] offtheir mental alertness, capacity of
intelhgent understanding, ability to absorb a anise information or message, etc. The
readiness of an individual to talk may also in@vi‘[h adequate and corrept listening.

- Listening requircs greater mental c%an speakmg This is often not realised. Whilst
one hears with the cars, one listens theSmind. A known barrier to effective llstenmg, 15 the
tendency to evaluate in terms of ThNGEIC®: s frame of reference rather than that of the speaker.
In addition to above, emot unchssified assumptions, Tesistence to change and closed
. mind nlso act as barriers o%umca‘uon _ o ‘

15.5.2 :“emantic Barriers

a) Language: Semantic barriers arise from the llmntatlons of 1]16 ianguage itself.
Language may take any of the three forms: words, pictures and actions. Words have several
-meanings and they become meaningless unless they are put into context. Furﬂjcr words and
concepts have different meanings for different persons. Even the most careful use-of a -
dictionary cannot eliminate mlsundcrstaudmg Words having more than one mJ‘amng shou]d
be avmded n order to remove m1su11dcrstand1n§3 |

by  International Environment: Communication in the international| environment
becomes even more difficult because of different languages, cultures, and one has to take a
variety of steps, such as, language training, translation courses, etc.
15.5.3 Technical Barriers - ' ‘

(@) Physical obstructions. as barriers: Physical barriers which are due to-

environmental factors, such as weather disturbance, physical distance, distfacting noises, etc.,
Physical distance between people s also created because of excessive hierarchy in organisation.
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. Thereliance upon the “umty of command” concepi requlres that formal commumcatlons foltow
- prescribed channeis through the orgamsahon

(b)  Mec hamcm’ bfrvmers Thesc are connectud with the tcchmca[ tmpedlments inthe
way of communication within a company. These comprise barriers arising out of organisational

structure, where responsibility and authority are not properly assigned. “If channels are not -

clear, if there are dead ends, blocked passages or bottlenecks, communlcatmn is chaotrc and:
. non-existent.” :

(<) Informafson overload. One mi ght thmk that more and unrestricted information
flow would help people overcome communication problems. But unrestricted flow may result
in too much information. People respond to information overload in various ways. First, they
" may disregaid certain information. A person getting too much mail may ignore letters that
should be answered. Second, if they are overwhelmed with toe much information, people -
make errors in processing it. Third, people may delay processing information either permanently
~ or with the intention of catching up in the future. Fowrth, people may filter information.

. Filtering may be helpful when the most pressing and most i'mponant information is processed
first and the less important messages receive fower priority. Finally, people respond to
information overload by simply escaping from the task of communication. In other words,
they ignore information or do not communicate information because of an overload.

. (d) Geographical: Cosnmunication barriers du@gmphical distance is another
barrier. Because of distance the cdmmunicatic_')n reaches th tiny after the scheduled time.
In some cases, this creates boitleneck for smooth Proc¥ssing of communication. But today
there are several telecommunication medid with i/ communication can be transmitted
from one place to other at fast speed. ' ' o

(¢} Time lag: It has been o nd that managers tl'lemse,__l'ves fail to transmit
‘necessary messages to their subordipates Dggause of their laziness or assumption that everybody
knows or desire to maintain secr netimes managers transmit messages implying chatge

that affect employees (e.g. piate‘ { r order of works) without providing sufficient time or .
per:od of necessaly adjustments to the lmpllcatmns of communication.

135.6 PRINCIPLES OF EF FECTIVE CGMMUNECA’I ION -

The orga_nis_ations should strive to have an cffettive communication to ensure the best
results: "Noise’ distracts the communication and all efforts need to be made to avoid the noise.
Further, the sender.needs to determine and mention the purpose of communication. It will be
useful to prepare a plan of presentation on the basis of information to be transiitted. To
make it effective unnecessary words may be avoided and the feedback-needs o be encouraged.

‘Koontz and O’Donnel has suggested the followmg as basu, principles of effectwe
cornmumcatmn i .

_ ay A commumcation should follow the prmc;p!eq of clarit} in order to be effective
~_which implies that an information or message to be transinitted must be explebsed in a well
thought-out language -and conveys in a way that can be casﬂy comprehe“adeca or properiy
understood by the receiver,
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By Another prmuple for the effectweness of a commumcatlon is the (
K ensurmg the need for full attentlon and eoneentratlon to any. transmlssmn oral or

writte n.

. oy A communlcatlon to be effectlve must follow the prlnelple of mtegntjz’ abased
- onthe recogmtlon that managerial communications are means rather than ends and its purpose

s “to support understandlng by mdlwduals as they aehleve and malntaln the co-operatlon'_' "

requ:red to fulf ] orgamsanonai obj Jectlves

d‘)_- The prmmpleof strategle uses of mformalorgamsatlon lmplylngthatmanagers
~ must use the ‘Grapevine’ or informal chantels of commumcatlons where’ gssential, to

. 'supplement the formal lmes or charinels of orgamsatnonal commumcatlons to ensur
effectlveness of mtended transmlssmns ' -

In general the fol]owmg may be stated as gu1dehnes for well as the purpo'se_of";thie'

' speclﬁc commumeatlon
i) One must be clear about what one wushes to commun leate as well as
* of the speCIﬁc communlcatlon

- The transmlss:on ofa. message ought fo be, as far as possible in the
- -'whlch may be understood by the recewer - :

” ¢ ad€quate;

" iv). " Care must be taken to choos right _

iy T_h_e .C.ont',e'nt.of a‘communi_eation-

V) While iss_uing'a.cor‘m.
© view the total physic

R, it is necessary as wel[ as des:rabl
Iman settmg, S :

angﬁage”g

eium or_tec_hnique:of theie'd'fr:lmu'riication;

v While -qon‘iniu@, “full. attentio_n and concentration of tl:ie-‘tjecei;&er' 'mu_st'Be'

-ensured;

vii) Care must be taken to ensure that comm uhieatiOn takes place as

'proeess -Reciprocity in communi cations must be reallsed and fef dback;ofa )

message transmltted must be ensured

viii) Smee action’ is. ]ouder than words’, caré must be taken to ensure tha1 a.n'y aetioﬁ__ '

is not contrary to'a specnf“ ic communication; and < -

- iX) "Efforts musi be direeted towards 1mprovements in commu mcatlons lhl;oug_li'.the o

: pl‘OVlSlOn of adequate trammg fact]:tles

The American Mangement Assocnatlon (AMA) stated ten commandmen
' commun:ea‘non They are

1) ' Seek t6 clarify your ideas before eommdn_ic'ating-'

. 2) - Examine the tric purpose of each communication -

fa.two-way’

principle of

= max1mum

th"e.p.urp_os_e L

2 .to.. keep in

ws .o_f good.




3)  Consider the total physicat and fiuman setting whenever you communicate

4)  Consult with others, where appropriate in planning communication

3)  Be mindfnl while you communicate the overtones as well as the basic content of
YOUr message - ' '

6)  Take the opportunity, when it arises to convey something of help or value to the
© researcher ' ' '

7)  Follow up your communications
8} . Communicate for tomorrow as well as today
9)  Be sure your actions support your communications, and

10}  Seek notonly to be understood but to understand be a good listemer, -

15.7 LET US SUM UP

Comrmunication is the transfer of informatiogyfreg the sender to the receiver, with the
information being understood by both thie send he receiver. From the context of
management, communication is vital in thg rela #nship between executive and their
subordinates as it is a process through which k ultimately gets done. Every executive -

must, therefore, know how 1o communi

Communication may be foggal oNinformal. Formal communication may be either
vertical or lateral. Vertical com tion is communication that moves up and down the
organisation’s chain of command. ral or horizontal communication is between persons in
two different departments, it improves coordination. The three forms of formal communication
are: oral, written and non-verbal. Informal communication occurs outside the organisation’s
formal channels. A particularly quick and pervasive type of informal communication is the
‘grapevine’. ' - S :

Whether formal or informal, the seven steps of the communication process are : source,
encoder, the message, the channel, the decoder, the communication receiver and the action.

Communication is often faulty because of certain barriers which exist and not noticed
or corrected. Different types of barriers to communication are discussed in this unit; Many of
these barriers can be overcome through the use of feedback and simple language. Important
principles for effective communication are also discussed in the unit. Finally, it is essential
that barriers that are likely to block effective communication in an organisation must be
identified and all possible efforts must be made to make communications effeclive and

“successfu' 'y transmitting information or messages clearly keeping in view the need and
objectives of messages to be communicated. ’

To conclude communication is part of management and h as to be used at every stage,
whether it is in terms of planning, or directive or controlling.
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159 GLOSSARY _ ) o
. Bottleneck I any point at ov’ement or progress is slowed down

- because _ it must be funndledthrough it. :
Channel o the prope¥ or official course of transmission of

. _ cr@ ions. L
Chaotic =~ 1 _min a cOmpletely confused or disordered eo’ndifioJ\r '
Comprehend : %Hclude; take in ; comprise. - -
Consistent : X 'holdin g always to the same principles or practice. -
Decoder : to translate (a coded message) into ordmary, undetstandable

S language :

- Distort : to change the usage or normal shape.
Encoder _ : to put (a message information, etc. } o code -
Feedback B a process in which the factors that produce E result are

: ' themselves modified, corrected, strengthened etc. by that
result ’
_ Grievance -t a cm:umstance thought to be unjust or in Jurrous and ground
' : for complaint or resentment. -
Hierarchy _ T a group ofpersons or things arranged in order of rank, grade, |
o ' class, etc., S

Information’ T knowledge acquired in any manner; facts; data; learning; lore.
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Mandatory-

. Message

Morale

Oviéntation

Overwhelm

" Patron

. Peer
Recipient
Resistante
Semantic
Skep.ticism
Source

Spontanecus

Vital

s',a.r

- authoritatively commanded'or required obiigatorily

a communication passed or sent between persons by speech

in wntmg by signals, ete,

moral or mental condition with respect to cour age, discipline,
confidence, enthusiasm, willing ness to endure hardship, etc., - -
within a group in relation to a group, or within an individual.

familiarization with and adaptation to a situa tion or
environment.

to make helpless, as with greater force or deep emotion;
overcome; crush; overpower. .

aregular customer.

a person or thing of the same rank.
a person or think that receives.

the act of reéisti|1g, opposing, withétanding.

pertaining to meaning, espgeially, meaning in language.
doubting attitude or siagnd. I :
any person, plac g by which something Suppiied.

acting in ac ¢ with or resulting from a natura! feeling,
impulggor t&hdency, without any constraint, effort, or

pre ot

or essential to life; being a source or support of

15.10 MODEL EXAMINATION QUESTIONS

1. ESSAY QUESTIONS:

1) What is communication ? Discuss its aims and objectives.

2)  Define the term Communication and describe its funetions.

3)  Explain the important steps involved in a commaunication process.

4)  Whatare the various Channels of Communication ? Dlstmgmsh between Formal
' and Informal Communlcatlon

5)  What are the common barners to communication in an organisation?

II. SHORT NOTES:

a) Communication Process
b) - Formal Communication
c) Lateral Communication

d)  Grapevine

e} "Written Communication
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UNIT - 16 : MANAGEMENT OF CHANGE |

Structure

160 Aimsand Objectives . o |
16.1 Introduction '

[6.2 Management of Change - Definitions N . |

16.3  Change Process - o s - |

162.1 Societal Changes
16.2.2  IT and its Impact
1623 Problems of Change

164 Res:stmg and T)rmng Forces of Change | __—
16.4.1  Factors Resisting Change ' | , A

1642  Driving Forces . 3 - |
1643  Adaptation to-Change

16.5 Strategies for Change S 0 B ' T
16.6  Planning for Change : Drucker's Six-stel '

16.7 LetUsSumUp | ?\ | ]
16.8 ks

& References and Rccommend@g - - : :
169 Assignments . ' I
16.10 Model Examination Q@ns . '

16.0 AIMS AND OBJECTIVES - B

The aim of this unit is to introduce you the concept and trends of Manq'gement of

- Change.

‘After reading this unit, you will be able to _ |
‘ - . ) ) LT . - . : "

argue that the library work fornis a part of service enterprise |
. explain that socio-technical change is continuous process and it has a high
impact on libraries . o :
® discuss the need for libraries and Information centres for adopting to change
is mewtab!e to sustain in the chdngmo environments | '
* _ descrlbe VArious apptoaches for adaptation to change _ :
]

explain the strategy of planning for change.

|
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16.1 INTRODUCTION

“The old order changeth, yielding place to new” is an axiom which needs no
explanation. Organisation are like living organisms and they need to keep harmony with their
ever-changing environment for their survival, growth and prosperity.

‘Change' means a deviation from the existing or usual practice, change may take place
in policies, processes, procedures, workload, recruitment, etc. These changes will have impact
on the employees either directly or indirectly. When change is consciously imposed from
within the organization, it opens new avenues for growth. The change is also an essence of
growth and edict of management. (Arunachalam)

Change is inevitable for any institution and libraries and information centres are no
exception. Change can be social, political, economic or technological. It can be caused due to
internal or external forces. Whatever the causes, the institutions should have an effective
management system to adopt and plan for change. ' '

It can also besaid that change is essence of growth and it opens new avenues of

growth, if it is continuously imposed within. It will have inpact on employees both directly
and indirectly. : : .

The following few points briefly elucidate the vari actors Which have been affmtirlé
the change in library and information services. ' : '

1) In ancient times libraries are reg: s store houses of knowledge and the service
aspect is neglected largely. After the Secon®World War, dissemination of information has -
gained significance. The society | weome more information couscious., To serve the
information needs of diverse populalgn, different types of libraries, viz., public library,
academic library and special | ave emerged. :

2) Political and economic factors play an important role in changing the scope of
tibrary and information service. The concept of globalization has opened the library and
information service to wider commaunity. :

~ 3) The innovation in information technology has brought changes in L1S. Today it has
become a common place for computer applications in information processing and retrieval,
The technological innovations like networking, interriet, e-mail service, -ete have made

information accessible to the user community world over, promoting the concept of a Global
Village (World Wide Web). .

4) The limitations of finance, staff and equipment placed greator emphasis on adopting
new management techniques by the library and information professionals. The change in
management techniques requires specialised skills to be imparted to the information wortkers.

Change wili create an impact on organization and the requirements for the change are
reordering of priorities, retraining the staff, reorganization of space, renewal of equipment,
restructuring the hierarchy and redirecting the financial resources, These changes are expensive
but no alternatives there to tmplement the organisation's lif
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16.2 MANAGEMENT OF CHANGE - DEFINITION - |

Management of change may be defined as “conscious and concerned initiative by
those who are in-charge of the destiny of business undertakings to keep a constant and intelligent
watch over the behaviour of uncontrollabfe forces, to assess their impact and influence on the
controllable forces and cvolve appropriate strategies and action programme. 1o maintain a
dynamic equilibrium between the conirollable and uncontrotiable forces”.

. Thecontrollable forms are those forces about which sufficicnt information is a"vailable,
as such forces can be managed easily. Uncontrollable forces are those about which'much is
not known. These uncontrollable foices influence the behaviour of controliable fo{rces and

-limit the scope of managerial action. .

* the part of staff, usérs, authorities, suppliers, cre )
- chapge agent and therefore, management hag to keBpeitselt always prepared torecognize the

Management of libraries and information centres in modern world has become highly
complex. The environment in which they are found itself is highly complex. The complexity
and pressure to satisfy the needs in an efficient way have increased the challenge ofnl_lanaging
the library and information centres. ' '

Two iinportant objectives of any enterprise afqgroyth and stability. Bcl;th these
objectives are based on the success of managemenjs wintig over resistance to cl‘lange on

nd the public. Management is the

need for accepting the change. ' : . ‘

16.3 CHANGE PROCESS X B

- |

The -bvious change in t 'esent society is the “knowledge explosion™ , and most
people Will seiu > needed information by electronic means in their homes or places of work,
Even if this hapr ns, the need will remain for persons to develop collections of material and

organize it for us . o |

Growth is change and it must be recognized with time as it happens. Some people
have suggested that the knowledge explosion has increased social instability; thatm y be true
to an extent. Neither of these factors - change and peoples resistance to it - seerhjlikely to
disappear consequently, managers have to spend more and more time in planhing and
implementing change so as to keep anxicty ata minimum. A manager should act like a buffer
between staff and technology. - Libraries currently are facing the challenge of peoples
expectations for more and more services. Forexample, i]]_Qre service points, bigger co}lections',
longer hours and so on. o ' : ' |

- Peter Drucker states that major changes that have effected many organisaitions are
those relating to : 4

{17 .Introductioﬁ of new technoelogies ' . . '

Emergence of a world economy ' ' |

(3) Development ofa changing political aitd social matrix involving much di_sench'mntment
without-major institutions, and T




(4) Creation of a knoW]edgé econoi’ny where money is spent on procuring ideas and
information and in which knowledge has become the central factor of production,

Stueart and Moran explained that in LICs, some ‘change’ forces are working. For
example, economic constrainis couplcd with technological developments have produced,
cooperative efforts from uooperatwe acquisitions and cataloguing to computerised interlibrary
loan and resource sharing. Both internal and external environment has played an important
role in fostering change.

16.3.1 Societal Changes and their Iinpact on Libraries.

The oot cause of social tensions is generally found in economic discontent: Very

little effort was made in the past to use information technology in an effectlve way to streamline

administration, improve productivity and to create a dynamic society. It would be worth

wliile to use information technology effectively to monitor the performance of the economy
and if required, make quick changes.

The socio-technical approach grew cut of work staried in the Tavistock Institute of

Behavioral Research in the 1950s. The approach 1ecognlzed that successful introduction of
new technology required the identification of social needs anMgoals as well as technical/
economic objectives. The underlying assumption was th stem will only function
effectively if human needs such as job satisfaction are wiedged. -

In the 1970s socio-technical approach hggan 10'We€ adopted in various guises for the
development of computer systems within organiz
inthese approaches is the recognition ofthe i lepewdence of four factors, namely, technology,

-tasks, people.and organisation,

_iThe introduction of new co ized technology in libraries will have an impact on
all the other elements. It, therefore, Mkes sense to take into account of ali aspects of the
socio-technical system in computerization so that harmony may be maintained.

- Mumford sees the best way of obtaining harmony is involving users participation in
the process of analysis and design. From the management point of view, participation in

analysis and design enables va]uabie knowledoc and skills of the workforce to be muorpordted
in the final system.

From management perspective, it is more likely that users will show commitment to
and confidence in the final installed system if they have a hand in its development.

16.3.2 Information Technology and its Impact on LICs

Information technology has created a revelution in information storage and retrieval.
Especially, in teius of storage, processing and access to the information. All the modern
technology is being slowly introduced in LICs to provide effective and efficient services.
Further; newer services are introduced with less effort and there is phenomenat increase of
user satisfaction. The new IGLhHOIOUIES used include computers, telecommunications, networks,
etc. It is also observed that the infor mation ﬂow is efficient. It had given a momentum for the
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development of information industry. It is also an accepted fact that technolog' had given a -
- new image to LICs and created a change in the attitude and approach towards the activities
and programmes. : :

16.3.3 Problems of Change
The changes to library and information services consequent upon the deveiophlent

and use of new technology are complex and involve alterations to working practices, working
relatlonshlps attitudes and levels of expertise.

For example, although the computer is now a common place item in|libraries and
. information centres, in the early stages of its application to information processing and retrieval,
there was strong opposition against its use. Lack of proper perception regarding its advantages,
the frustration caused in using the software, lack of proper infrastructural facility in the institu-
tion concerned and lack of proper management control in the implementation of technology,
fear of replacement of jobs, lack of interest in senior professionals for computerization,etc. are
“some of the reasons thal worked against the vse of computers in the tibrary an} information
centres. :

16.4 RESISTING AND DRIVING FORCES OF CHANGE

Any change process is intervened by some resisgng as wei] as driving forces. If change
is favourable the emp]oyees will acoept willfully otgerwise they will resist.

Resistance to change isatype ofbehhich arises to protect humar beings from
the real or perceived effects of change Man Bywpdture resists change which is Lnfamili’ar 0
him. .~ : N A

Human resistance to changgaay §ke the form of passive acceptarice, su"hht]e sabotage,
aggressive-refusal, complete ba€alflgyn of work and so on depending -on tfm situation.
_Resistance to change is not a good s¥gn of industrial relations in any undertaking. It is the duty-

of the management to res d maintain the group equilibrium and personal adjustment
which change upsets. Chan quires individua!s to make new adjustmcn;ts.

Kurt Lewin observed that in any situation, two sets of forces opemte the driving
forces and the resisting forces. ' :

Resistance also implies lack of understanding about change. It is also 111w1]lmgness )
and inability to absorb change. In other witrds, it is to inability to make tﬁe necessary

psychological and other adjustments while accepting the change. Change has a tendency to
destabilize man’s existing alignment with his environment.

Resistance to change 1s caused by economic, psychological and soéial'-l‘llctoi‘s. :
16.4.1 Factors Resisting the Change_

There are various factors whlch resist change in an organ isation. Som e of the important
- factors resrstlng the change are

a) Employees feel that there is likely retrenchment ]eading to un‘empldymentl

292 ©




b} They need to fearn new skrlls undergo tralmng to enable them to practice new
procedures efficiently : :

c) The present knowledge and skills are likely to be outdated.

d) After working for ldllg time in a specified environment, they become reluctant to
learn new things and take new responsibility

€} There is a possibility of dlsplacement or shifting of division / section leadmg to -
\ new position in a new environment.

" These factors are social, p«;ycho!oglca[ and personnel which are likely to make
employees resist the change.

16.4. 2 Drlvmg Forces of Change

" In spite of resisting forces the cﬁallge process is Gftcn supporied by some drwmg
forces too.
Some of the driving forces are
i) Need and demand for change _
ii}  Competition with other institution’s,«’orgmls
iij)  Criticism and appreciation from the user unity

iv)  Willingness of authorities, adm'inn and staff towards change.

16.4.3 Adaptation to Change

Managers can follow the fol folr steps to overcome the resistance to change:
Preparation: A chang not be introduced abruptly and without any preparation.
Before any change is initiated i ctives should be laid down and its implications should

be analysed. it is imperative fora manager to identify the peopte who are likely 10 be affected
by change. :

Communication: Communication, if effective, can do a lot in over coming resistance

to change. Employees, especialiy the people whose interests are likely to be affected must be
informed of the change. :

‘ Partucupatlon Effeclwe practicing of partwnpatwe managuuent between
representatives of management and workers can pave the way for mutual understanding and a
complete appreciation of the issues or probtems involved in change. Participation of employees
will develop.a feeling of importance. They will Looperatc in 1|np!unent|llg the change.

Group Dynamics: Ihe basm unit of change is grotp and not an individual. Group
dynamics can be used by manager to implement change effectively. More research studies
have revealed that it is a fruitful approach to overcome resistance to change. Members of a
group interact with each other and obtain psychological satisfaction by belonging to the group.
If group dynamics is recognised and mobilised properly for introduction of change, resulis
will be more favourable. Resistance to change could be overcome on an enduring basm by
Systematim]ly planmno and lmplcmentmg the process of change.
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165 STRATEGIES FOR CHANGE |

Planmng for change is an important step in any organisation. Beforé actually
nnplementmg a change, there isa need to de\relop a'model. There are four steps in thIS '
l) Defining the Change Problem o L I Lo

When change is lnltlated it is necessary to: cIearly demarcate what type of change,

- where it is o be: implemented, the extent of change, why this change and how to implement - B

- and reactions of both the management and the staff, It is necessary to clearly define the
extension and mtensnon of change to enable everyone to have clear perceptlon of the hntended

change . |
: . : : S

The change | process is of two parts : a) Whether the change is needed or desned and
- 'b) What type of change is needed,, _ _ e II
The first one consu:lers whether change needed or desired in the organisation. ‘For .

example does the need concern is changing the state of magale, the way the work is. done, the =
. commumcatpon system, the reporting system, the struch decision making process, the
- effectivenéss of the top team, the relat[onshlps weel els, the way goal!s are, set, or
something else ? : _ : R : | :

. . ’ [

The Second Ppartis. consldered if th a_rt'dec'ides to have the'chang'le. Then .w_é, :
_ need to know. . - L ' o o

. . - _- - |. Il_
Aﬁer conmdermg the ch ge gted to both organizational change and change process,
_one-can look at the organizatig em and s_u_b-‘systems to determine the relate'd are%is to'a
particuiar problem. ' S e o

_ Tt appropriate system may be the hlerarchy, or may be systems inside and outside of :
_ the formal structure, A conscious identification of the parts of a total system which prlrparlly
affect or are affected by a partlcular change, helps to clarify directions for early mtervemtlons
Bl : |

i) Identlfymgthe Consultants, Resources and Motlvators ' o P _

In order to make the change process a success, it is necessary to ldentlfy an e;-;pert .
who can design and advocate the change to have new environment, ie., the environment
likely to emerge after the change process is completed. The expert may be appomtéd as
¢onsultant. The consultant takes care of change process at the same time 1nvolves in convnllcmg

~and motwat:ngthe employcesto acceptforchange SRR I o
 iid) Determlnmg the Change Strategy ST | | |

Once change goals are determln -4, (and defined), 1t is important.to look at mtermed iate
objectwes An intermediate change goals prov1de a target and a measurmg pointen route'to a
larger change objectives. -~ _ . I |




One of the diagnostic concerns of the subsystems are,

* Readiness of cach sy’sterﬁ to be influenced by the consultant
*  Accessibility of each of the subsystems to the consultant
* Linkages of each of the sub systems to the total system or organization.

Weighing these three variables helps the consultant to make an operational decision
based on data, whether one uses this model or some other. The concept of systematic analysis
of a change problem helps us to develop realistic, practical, and attainable strategy and goals.

As stated earlier, change is a inevitable for the growth of an organisation (i.e., LIC.
The strategies ieed to be implemented by the top management and the consultant to make the
chance process a success. In this context it may be worthwhile to study the zen c,ommandmenn.
of change stated by M. Arunachalam in his article in The Hindu. They are

(1) Make the employees aware that a change is to be mlroduced {This will create an
interest in them to know about the change)-

(2) Make the employees realise the dlrect and indiggct benef'ts ofchange to them and
them only. (It will motivate them to aeeept the change

(3) Inform them of the proposed change not implement immediately, (It will
make them analyse the merits and demerits of the e). :

(4) Expiain the difference between ﬁ%ﬁsting system and the proposed system. (It
will give their acceptance of the char :

(5) Inform them that t] going to do the same job which they were doing so far,
but on a better and easier way. I make them invite the chiange). C

(6)  Ask for their comments and suggesﬁons for the betterment of the change. (It ﬁ*i!l
make them think deeply about the change).

(7) * Inform them that they will be given sufficient training, if necessary, at company's
cost. (This will make them happy). : :

(8) [Ifthere is still resistance for a section of the employees, convince them. Do not
thrust the change on them. (It will make them accept the change whole heartediy).

(9) Implement the change with the acceptance and cooperation of the employees. (It
will create an involvement in the minds of employees).:

(10) Inform them periodically about the achievements made due to change and how it -
has benefited them. (it will lead to the implementation of the change successfuily and aiso will
. result in better management - employees relationship).

These ten commandments will help in preparing the strategies and plans for the change
in any organjsation including the libraries. :
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166/ PLANNING FOR CHANGE | .

) Lo ] ] _- . g -‘ ) 0 . . . . | ) .
: " Planning for change invoives various dimensions to the managers of.an organisation.
~ ~Fhis section.discusses the six-step model of Peter Drucker. SR :

N

‘
‘_,w.. L . . |
16:6.2 Drucker’s Six-Step Model _ - SR
Planning for change involves actions based on a carefully thought out process that

* anticipates future difficulties, threats and opportunities. Peter F. Drucker proposed a model
_having six steps which enables planning for the change. : |

|

(1) Perceiving - (2) Diagno's_ing C .(3) Presenting a
an opportunity | the situation and —*% Proposalland
or a problem - | generating ideas | - -jadopting the change |-
K
y |
(6) Monitoring {5) Implementing . (4) Planning to

~

cand - the & - - overcome .
Evaluation ~ chan . | resistance -
Figure: Drucker’s S¥:step Model of Planning for Change.

Step-1: t ‘reeiving an opportunity or a problem ' o ; I
M.nagement should obtain a report of performance of different activities of the
organisaticn/sections every month. There c¢an be some operations going beyond t'!F){chtatEOHS
and some behind the- expectations, which may need change to make it more efficient and
economical. The activities/techniques that work well should be adopted into the-%ystem. The’

first step thercfore is to locate and perceive the problem.
S o : |
_ y ' : |
Step-2: Diagnosing the situation and generating ideas h
' : ' |
Once the problem is perceived, next step is to diagnose situation, examinc!; the reasons
for the problem and decide upon the alternatives and looking out for new ideas |that support

problem solution. _ _ 1

Step-3: Présehting a proposai aild-adopting the change - =~ = I

The ‘ideas thought of should be processed into a formal plan/proposal ol]f'" action, The
plans should be realistic and should convince the management and the people whp are getting
effected with the change. ' A AR

: o |
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 Step-4: Planning to ovcr{:ﬂmc' résistan'cc' '

Resistance for change has been deall n Sectlon 16.4.The mdnagement needs o prepare :
plans to overcome the resistance, The planmng should involve the top management and other
decision makers. Prior to. planning, the forces of remstance should be ldentlf'ed and the
reasons for resistance may be examined. ' : '

Step-5: Impiemen‘ting the change .

When we put the change into opé_ration it should not happen in its entirety at ‘once.
Instead the change should be thought of in phases of implementation. The change should be
implemented in any unit/section on experimental basis till-its success is assured. The staff
should be convinced of its obvious advantages / mierits so that resistance will be minimized.

Step-6: Monitoi-ing and Evahlaticin

However successful is the plan, the entire. plan for change will co]lapse if there i$ no
_ constant monitoring and cvaluatmg system built into it. ' a

Every phase of imp_lementa_t'ion should be properly mgnitored. Mechanism should be |
developed to correct the discrepancies arising at any stage olNynplementation. Continuous

feedback from the actuai users and operatmg staffof the sy‘at [ help to sustain the planned.
change. '
16.7 LET US SUM UP P Q |

‘Change is essence of gro ialso opens new avenves of gro'wth. I a competitive
market situation. every organisatio ds to accept the change. Several times the change is
inevitable for survival. The change is essentiai in the control of new technology, changing
demands, attitudes and objectives. These factors make the organisations, especially LICs to
accept the change especially to provide efficient services. We can observe how the change is

_ taking place in‘any library due to use of information technology.. '

_ We éa_n observe the information packaging and repackaging, and access to the
information has improved very well. The availability of information had become easy due to
networking. There is a revolutionary change in information storage. All these had brought
~ direct influence on the libraries and their staff. Initially, there was resistance for introduction
of IT in librarics and the staff had agreed for change as they were convinced.

In this unit we have also seen theé change process and also remstmg forces. However
there is a need for qtrategles and plans for successfu] implementation. -
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| 169 ASSIGNMENT - I

T Identi'fy various driving and resisting factors involved in planning fqr change with
~ reference to hbrary automation Prepare ateport taklng acase study on the| computerlsatlon of
_ yourllbrary o S S : : § ‘
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~ 16.10 MODEL EXAMINATION QUESTIONS
L ESSAY QUESTIONS .

. l) : What do you-understand by the phrase ‘Managernent by Change ? Brleﬂy
~ describe its :mpllcatlons to Lle '

2} -~ What is the impact of technologlcal advances on orgamsatlons like l:braryf o
I mformatlon centres 7 o :

3) " Listout varioUs factors driving ahd.resiSting forces in rhénagi_ng the change. " N
4} Brleﬂy descnbe various strategles i change plannlng
5) Crltlca!ly examine the Peter Drucker s Slx-Step Modei of plannlng for change.' -

1L -_'SHOR'I; NOTES S 0
a) .Dri;fin.;g 'forces of change . '
b) Adaptati.on 1o changeé _- L

c) Ten.command:ment_s ofcth?s\ | oo













