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* COURSE-02: MANAGEMENT OF INFORMATION -
 SYSTEMSAND CENTRES

* The course ‘Management of Information Systems and Centres’ conforms te the syllabus-
- of the Master of Library and Information Sciefice’ (ML1Sc) offered by Dr B R Ambedkar Open
University, As vou have done BLISc you arc a]ready familiar with the s;ructlire of the
progratames, and the course material developed by the open universities. For the sake of
convenience, the syllabus is divided into blocks, edch of which-comprises a number of nits.
Eacli Unit generally covers a specific arca-of the subject. The Units are prepared by specialists
in accordance 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 aitms 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 easy reference. Each Unit
ends up with Let Us Sum Up, Assigniments. References, Recommended Books, Assignments -
and Model Examination Questions. - o o '

Manageinent is an age old phenemenon. However, its importance has been greatly -
dramatised in recent times. Managemient is :C('Jsléidere_d as a basic and significant process to
guide an organisation to achieve its objectives effectively’ In recent times the Management
Science has grown and developed into a complex and nterdiseiplinary field with -contributions _
from a variety of disciplines such as psychology, behavioural sciences, operations research
and ‘systems theory, statistics, economics-and technology. This complexity has given rise to

- different approaches to the study of management science. .

Libraries and Information Centres (L1Cs) are also organisations. to which the principles
and practices of scientific management are e'q_uai'!y applicable. The LICs are service-oriented
- organisations. These have certain characteristic features and functions whicl differentiate -

them from other types of organisations, especially from piofit-oriented organisations. However,

the LICs are slowly changing their basic philosophy and turning towards eaming bodies. The.
librarian or_information scientist should possess sound knowledge of managing their
documentary, financial and human resources. The course aims. to provide theoretical and
practical insight into the various.problems of managing traditional libraries as wel! as
infor_maﬁon systems and centres. ' - : ' o

- The specific objectives of the Course are

.-+ to introduce the concept of management, its nature and functions; principles of

' management; schools of management and the application of management concepis to |
libraries and information centres. L

~ . toprovide an overview of the organisational principles and describe the organisational
structure of {ibraries. . ' LT ' - =

- to Tamiliarise the learners with the concept of systems 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 services. ‘
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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 thcnﬁ into practice. The application of these scientific

. theories will help us to increase the efficiency of LICs. This Block deals with the pr_ihcip]es '
and theories of management. - L L

Unit-1 presents the nature and funétions of jﬁﬁnagéme‘ntxin the context of LICs,

Unit-2 deals with diffrent Schools- of Management Thought. It enumerates various
approaches to these theories and explains briefly about each schiool. The unit.also explains the
theories of management propounded by various management scientists, namely, Weber, Taylor, .-

Fayol, Maslow and McGregor. _, : :

Unit-3 provides an overview of the Principles of organisation. Organisational structure
depicted in organisational charts shows the authority and responsibility relationships between = *
various functions in the organisation by showing who reports to whom. This is directly related

to the attaininent of the objectives of an organisation.

Unit-4 deals with Leadership and DecisionMaking. Leadership is an important

managenal function. 1t is a means of influencing the organisational groups in‘its efforts towards
- goal setting and goal achievement. The theories of leadership, namely, trait theory, luissez-

Jaire, democratic. approach, management grid, etc explain how different managers adopt their

styles. ' ' S ' : '

Unit-5 provides an overvieiw of planning process with spcc'ieil emphasis on the factors,
types and steps.involved in the planning of information systems and services. Plaining assumes
a considerable tmportance in*recent times due to changes .in the libraries -and information .
environment. Planning helps in iden.tifying programmes; and prioritisation of resource allocation
‘to achieve specialised goals of LICs. R







_UNIT 1 'NATURE AND. PURP’OSE OF o
_ MANAGEMENT s

- Structure
1.0 Aims and Objectives
111 Introduction o
12 Concept of Management L S
1.3 Deﬁmtlons _ L - e
14 Management ~ Nature and Charactenstlcs _
14,1 Nature' R
.42 Characteristics © R 77

15 Functions and Levels of Management
1.5.1 Operatwe & Ma.nagenal Functlons
1 5. 2 Levels of Management '

16 Application of Management Teehnic_qﬁes LN -

17- LetUsSumUp
1.8 References and Recommended Books
: '1.9_ Model Exammatlon Questlons '

1.0 AI-MS AND 'OBJECT'IVES- -

The unit aims to 1ntroduce the nature, scope and purpose of management in general x
. and the application of managefent prmmples and techmques to the systemat1c management
' of hbranes and Informatlon centres, in partleular : :

After studymg thls unit you should be able to

R explam the basic concepts n Management .
define managemeit and describe its nature,. purpose and scope
explain that managerial functions are the cssence of management process
distinguish various managerlal levels L -
) diseuss the various methods of demsmn-makmg and lts appheatmn to LICs




1.1 INTRODUCTION

Every organisation or an enterprisc is established with cerlan purposes,| goals and
objectives. These organisations do hiave a reason to exist. To enable them to achieve the goals
some, programmes or miethods ‘are identified and implemented. The organisationg.also need
© resources such,as men, material. money, machinery, information to successfully aghicve the

goals or ob]ectlves The available resources are usgd cconomically and optunali\ Skll]S
knowledge and techniques are necessary to make optimum utilisation of these resources in
order to achieve the stated objectives. Management is a combination of all the above, i¢.,
- allocating the resources as inputs in order to-achicve the objectives (ov tput) by using ma,nagerlal
functions such as planning, organisation, dirccting ete. There is also need for plans to miake
‘the organisations more cffective, The know ledge of skills, management concepls, theories |
~and prmcmlos are vsscnna] to succcssfull} 111.:magr., 1113 orgamsatlon mcludmg the| library.

'1 2 CONCEPT OF MANAGEMENT

]n an organization or an enturprlse all kmds of resources are avmlable mater 1a1 human_ o

and lcchnologma] These resources must be L\plmted 138 a manncr that brmgs optlmum results
ini terms of 1npui = output functions. - 3
In bringing out the optimum use of the walhblo resources a catalytic - ro]e 1 played by _
people who arc known as “Managers”. The managers are leaders who arc responsiblg to achieve
the goals. The knowladge and the skills they usc in p(,rfonn ing such a role are broadly referred
to as the field of Management. These managers are leaders. who are responsible for| achieving:
the goals. The. knowledge of skills, management concepts, theories and principles are cssential
for the m'ma,gers to successfully manage any orgamsation, mcludmg the library. For this
purpose, effective coordination of human cfforts and non-human Tesourees are brought about
L w1th a view o optimize the output of an organization. -
. , . _
Managc,ment 1s the brain of an OI’gd]‘IIZ"Lthn Mzmagunmt s a pr0c<.s mvo]wnE
- planning activity and policy making. It also helps in predicting what is going to happ I:n (current
environmeat and the forcsight to the enterprise). Peter Drucker rightly pointed out that
ma.nagemcnt Is a multipurpose mgamsat[on that manag,cs a busmcss mzmag(,s ma mgc,rs and
‘manages workc,r and wark. -
Management is the prlmm force with in the organization whlch tends to ]w.d towards
achievement of goais/orgunz'ltloml objcctm,s Jt can also be stated that l:he objcctwes arc
the basis for managc,mcn‘t :

. -
'

Thc managemctit '1]50 provides dynamic leadcrslup that combines the proguctive but
‘passtve Teseurces into frutful output's [t contr lbutbS m obt’unmgj the maximim r su]tq w1th
mmlmum reaourccs

’Vla.mgement is concemc,d with p]anmngj execution and rcwcwm‘g g of actwltit:q/proccsscs
to achicve the stated Ob]‘uCUVbS by cor “nating the resources.

- The ﬁknowlcdge of management concepts, theories and principles, including the basic
_ skills are ncegssary to manage any and cvery organisation including the library| Diffcrent




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

1.3 DEFINITIONS -

There are several definitions to the werm “Managenient”. Different authors. iried their
best to define the term. Let us examine the definitions of most promincnt Management Scientists.

i}  Harold Koontz

Harold Koontz defined ‘“Managémcnt as the art of g'erting things done through others
and with people in formally organized groups”. o

- Geiting things done means achieving the objectives or goals successfully. Further,
“employees as a mere means to accomplish certain ends. It i¢ also an art of creating an.
environment in which people can perform as individuals and coopcrate towards the attainment

of group goals.. T : ‘

ii) - James Stoner

According to James Stoncr “management 1s-the process of planning, organising, leading
and controlling cfforts of organisational members and using all other organisational resources
‘to achievc the stated organisational goals”

This definition includes three ,compdncnts, viz, (}) process, (2) resources and (3)
objectives. It is doing things systematically by utilizing resources to achieve the stated
objectives. It includes a coordination of all the threc components.” o

Tn this context, process mcans systematic way of doing things. The functions can be.
* studied n brief. '

Planning includes both short range and long range plans. Thi‘s'functibn mainly involves
in thinkirig of the goals and actions in advance based on some plan and logic. To plan there is.
a need for knowledge, skills and experience in the concerned field. Of course planning includes.

forecasting, There is mterrelationship between the goals and actions that contribute in achieving
the goals. : '

Organising 18 mainly coordinating the resonrces mcluding human and material resources.

The integration and coordination of the work will result in effective managcmé_nt. To do all
this, there is 2 need for sound organisational structure. :

" Leading and directing basical ly invelves stimulating and motivating the personncl.
“The managers direct or influence the subordinates in order to-perform their tasks.

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




All these processes involve the use of all the resources {o cnable the orgamisation to
achicve the objectives. ' ' '

iii)  Sherlekar -

Sherlekar defined management as a distinet process of allocating inputs in an
organisation(human and economic resources) by typical management functions (planning/ -
organising/ dirccting/ ‘controlling) for the purposc of achieving the objectives, viz., output of
goods and services desired by its customers, ' a

This definition identifics three components, namely. . resources (inputs), goods and -
services {output) and management functions. The mputs/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 role in 'comc;rting or
processing the available inputs into desired output. ' o

'_‘m V) Ha:_nry Fayol

Henry Fayol who was considered to be the Father of Management School, has defined
as follows . To manage 1s to forecast, to plan, to organize, to command, to coordinate, and to
control”. - ' T :

-

This definition elaborates the components of management, namely, planning, organising,
commanding, etc. : : R S

v} .. Peter Drucker
S - Peter Drucker defined Mmanagement. as a multipurpose organisation. that. m nages a
business, manages manager and manages worker and work, The management has to| balance
-and harmonise three major functions of the business, : '

© vi). Kcontz and O'Dennel

- Koontz and O'Donne! have defined managemcent as the creation and maintenance of
nternal environment in an enterprise where individuals, working together in grows. can
perform efficiently and cifectively towards attaimment of goals. = . . - ' c

1.4 MANAGEMENT -ITS NATURE AND CHARACTERISTICS

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

141 _ Natur;g.

_ The concept of management has broadened in scdpe with the introductjdil f new
perspectives by different fields of study. An efficient team of managers can lead a business or




an organization towards growth and prds'puritv Efﬁcimt management is equally important
for the growth of organisations in particular, which ultimatcly helps in growth and devclopmcnt
- of national cconomy and development of the country.

The management is the dlrectmg and centrollmg ageuc\ which rcqulrcs collectlvc.'
“efforts to realise desnred go‘tls/objectlves

The term Management is frequently used 1o denote a group of managerial personnel
who perform the functions like planning, organizing, staffing, directing and’ controlling for
the accomplishment of certain goals. People join their hands to attain the goals. If no people,
there is 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 coordination, 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 thc human and material Tesources together and provides a direction to the efforts of
the group in achlcvmg the goals

Managcmcnt is both an art and science as it ivolves kno“ledgc skills, techniques and. -
prmmples it i1s considered as science as it has developed certain principles, generalizations
based on facts and data. Further, reasoning is used to interpret the data. having more or less
- universal application. It possesses all the characteristics of a recognized profession.

* An’organised and systematic body of knowledge

* Need for having knowledge and skill through‘.establilshed institutions
* Need of honesty and integrity in practice of the art and science of management
* Growing emphasis on the ethical conduct of management. personnel.

1.4.2  Characteristics of Management
The important characferiStics of managém'ent are:

It is dynamic

It is an integrative process

It is a multi-disciplinary effort

It has a universal application _

It 1s essentially activity-bascd, not a person-based or group-based:
It makes things happen '

It is multivariable, multimotivated, mululevcl and multldlmenmonal
It is purpose oriented : '
It 15 an outstanding mecans for exerting real 1mpact on human life.
Tt requires technical skills, interpersonal skills -
(human rclations skill), and conceptual skills

* It is aided by the computer - ,

* It is-adoptive to changing conditions -

* Its policies are pl’ob'LlelSth

® X K X K X X X ¥ %




1.5 FUNCTIONS AND LEVELS OF MANAGEMENT

The functions of management are discussed by different scholars by studying different
organizations. from different angles. ‘ ‘

Luther Gullick gave a classification of seven functions to management and he coined
the word “POSDCORRB” 1o describe the functions of management. '

- Planning

- Organising

Directing. o

- Staffing. T o . _
Co - Coordinating ' '

ngo o

=
1

- Reporting
B - Budgeting -

These management functions have been grouped by differcit managemcnt sclentists in
“diffent ways. : '

The- modern management experts have added a few more functions of n}anagcmcn_t: '
~ such as goal setting, image building and formulation of environment. L

However, it can be found that the terms may vary, but the activitiss/_ﬁmctiqns.are_ part of
_etther one or the other group. . . . . _

1.5.1 'Managérial_ Functions

The maniagerial functions are necessarily used in managing activities / programmes and

" operation, Every student of management is supposed to know in detail all these managcrial

functions. The functions are claborated in the context of librartes in different charters of this
management courss, However, some of the, general functions are described here riefly.

i)  Planning S -

Planning is an indispensable function of management. it follows the dicJ‘um “think
before you act™. Planning foresees the future and focuses attention on choosing & course of
- action to meet unforeseen and forescen events or problems. The basic philosophy of planning -
is that onc reaches where one wants to, if one knows in advance the path he should tread on. k

is 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 accomplishment of
pre-determined objectives. ' - :

The process pf planning includes

¥

Determination of goals and objectives (both short term and long termy
* Forecasting ~ S




a

*  Drawing up pohcies and programs o
x identify alteriiative courses of action and their evaluation
¥ Prepare actions, schedules and procedures based on plan

o '-Budgctitjg :

. Advance planning provides direction to managers ‘and contributes .in.reaching-thc
~ objectives. Proper planning is essential for all types of organizations to ensure utilization of
humar and non-human resources to achieve the desired targets. ' '

iy  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 structure te its goals and resources... Hence the
‘organisational structure-refers to the way in which organisation’s activities are divided, organised
_ and coordinated. An organisatignal chart can beé 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 _O_rganisatidn and how they arc related, ' e

i) Staffing
Staffing as manageriai function primarily nvolves selection, placement, appraisal of

personnel - and manpower dovelopment efforts undertaken by an organization. Staffing is
important and crucial for the success and existence of any system. Logically staffing 15 more

" complex than m usual practice. Availabilty of suitable persons contribute and support in

achievement of organisational goals.

The responsibility for efficient planning and cxecuiion of staffing function rests ipon-
overy manager at all lovels. The staffing function wvolves manning the organization at various
Jevels through proper and effective sciection, fraining, appraisal, and d'r.:\feiopment of personnel
‘to fill the roles designed into the structure. Every manager is continuously engaged in perform-
" ing the staffing function: It is a pervasive function of management like other functions of
" ‘management.” As-a part of this function, there is a-need to have manpower planning, prepare
- job deseription and evaluation, and stafl development. R -

iv).;' - Leading .

Leading involves motivation and directing of employees perform their tasks. The leader

influences on the behaviour and attitude of the cmployees as well-as helps and guides his. -

cmployecs.  Leading also involves working with peopic, and creating proper atmosphiere..

With the leadership qualities, the manager becomces a model and a good friend. However, 1t is

essential to remember. that effective communication is cssential for suceessful {cading.

v} Controlling . | o

stated objectives of the o_r.ganisatiml,‘E\fé:ry managet observes, supervises the actions and
~ activities of the staff members. The managermust beé sute that thesc actions are moving towards
the stated goals by putting thesc actions on 'chosén track. Controlling;of the organisational
mombers” actions is one of the important fanction of the management, as it helps to achieve

7

Tt - nanager must be able to coatrol the actions of the staff towards the achievement of E



the gdals. This function involves three elémem’:s: {a) Eétablishﬂlg-’th_e standards of pcrformmlc_e__
(b} Mcasuring current performance, and {c) Comparing the performance 1o the| established
standards. : ' ' . ‘ ' a

152 Levels of Management
: ~ In an organizafion management levels exist because there is a limit to the number of
~persons a manager can supervise effectively.  The levels refers to a line of demarcation
between various managcrial positions in the orgammzation. Levels of management are increased
80 as to achieve effective supervision. [t nmay complicate the communication problem and
make coordiniation and congroj difficult so it is desirabie 1o restrict the number of levels of
‘managemerit. In détennin_ing the levels -the prime consideratioi should be given 1o the. span
of control and not vice—versa_. : ' ' S

Generally, there are three levels of management in most of thc.bljgmli.‘aat_ion_s', namely,
top management, middle Mmanagement and lower level or first line managemient.

. The managerial functions are pci’foml_ed by all managers regardlcss_of' their position in
‘the managerial hierarchy of the organization. - ' :

i) Top Management

Top management is composed of small group of nrianagers and they are resp nsible for
overall management of an organisation. It is the ultimate authority and it cstablishes goals and -
policies for the enterprise. It devotes more on planning and coordinating functions. Thig level |
managers need é_onceptual skills to oversee the organisational programmes and make them
successful, Top management appraves the decisions of the mddic level management, issues
orders and instructions and lay down gunide lines. In a library ‘system, library committee is
considered as top management. The library committee provides gnidance and prepares the
policy for the library, =~ = ' . L : -

i) © Middle Level 'Mﬁnagement

" Middle level management consists of heads of functional departments. They are
responsible 1o the top management for functioning of their departments. The_v. denote. more
than the organization and motivation fumctions of management. The senior or upper middle
level managers include heads of production, finance, marketing in business organizations and

Junior level managers include branch managers. heads of Various sections come under fower

middle level managers. The heads of various sections in a library, namely, acquisition,
. circulation, _feferencé, etc hold the middle level position and are designated ag deputy librarians -
“and assistant librarians. They. form the middle level management inour libraries. This level

managers need more human skills.in addition to technical and conceptua) skills.

i) - Lower chel Management

Lower Ievel managers are aleo called Supervisory Managers or First Line Managers

-~ because they are directly concemed with the control of the performance of the ¢ icrative

employees. This level includes supervisors, foreman. accounts officers. sales office . etc,

The library assistants in. our libraries generally hold the control of the professionals andi semj- -

professional employees to perform their uties such as binding, charging/disch; 1ging,
photocopying, etc dutics. ' ' o s b
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The manager has to play three different roles:  a) Interpersonal role, b} Informational
role, and ¢y Decisional role. In the first one he plays the tole of leader and liaison officer.
between the management and the employees. The manager also momtors the information and -
disseminates 1i. The manager acts as an information chanoel between tht: fop managcm@nt
and the cruployees.

There are a 11un1er of decisions to be madc, and with respect to resource allomtlon
negotiation, disturbance contr ol, etc.. The managers play multiple roles..

What Managers do ?

There arc swcral responsibilities assigned to cvery manager. They have to play dlffercnt
roles and pcrform seweral activitics. Some of the actwmes performed by them are

a)  Managers work with the people (i.e. cmployees) and make '111 the possible
contribution m achicving the objectives

b) - Managers get the authority to complcte the assigned rusponsﬂ)lhty and are also
accountable :

c)  They act as mediators and make difficult decisions

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

e)  They examine the problems and goals, and fix the tasks for every day/weck

f) They think analytically, analyse the problems and tackle them with feasible
solutions.

Lookmg into all the above pomts we can estimate and understand the importance
of a manager.

1.6 APPLICATION OF MANAGEMENT CONCEPTS TO

LIBRARIES AND INFORMATION CENTRES

Managing a library or an Information Centre requires the same basic skitls of management
required for managing any othcr type of organization. People with sound knowledge of

- management concepts, thearies, and principles can manage almostany organization regardless

of its setting. In addition to basic management skills, formal training will be an added advantage. -

. The training provides ncw ideas and exposure to séveral concepts. The skills are important
“inputs to successfully manage the LICs. '

"

Eibraries and Information Centres have a contbination of features and functions tiat
makes them unlike any other organization. One of the features of a library that distinguishcs
it from many other organizations is that it is a non-profit organization (NPO). The basic

implications of this are

* The financial resources used to op(,ratc NPOs gencrally come from an "mnua,l allocafion
den\»cd from outside the organization. -

* Most NPOS are considered to be public rather thar: private.

The political conditions influcnce organisations, which mainly depend upon the graats

from. government. To manage LICs in critical situation, the nced is for prefcssionally competent



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

- Need for Application of Modern M'aniagerial Concepts: .
ed in all types

the society to
ind-processing

The general management principles which have been traditionally follow
of organizations are seen ih practice n library management. But the changc in
- which the libraries are serving, the knowledge explosion information handling

techniques, technological revolution, retrieval systems, the consideration 6f h
in librarics, corporate and -participative management approaches: and system
management have 1o be given a great emphasis i the modern day management
and information centres to cope up with the cver changing and demanding ri

lean elements
s approach to
nf the hbrarics
eds of society . -

and chentele.

The concept of free services in libraries 13 a far cry and the managers have to promote
" the marketing of their resources and services with- market analysis and market research
techniques. ' - ' S -

Fund raising and self sustainiability for libraries to exist in future socicties should become
an indispensable phenomenon. ' ‘

- The staffing and zfpbraisal programs; continumg cducation and training programs have
to be a part of annual management prograras of hbraries. - v

Development of intcrpersonal rclations of employers-by applying 1-nodcm-moti,ifational
principles is the need of the hour. -

Despite a great deal of discussion over the past few years about scveral types of
~ management very fow libraries have tried some of those approaches but with limited success:.

Etzioni and others who have studied professionalism stressed that a fyll professional
must te allowed autonomy of action based on 2 responsible conscience in order to perform
offective professional work. Like many: organizations today, libraries face a problem of staft
confidence and trust. Staff views management decisions with suspicign and ﬂ;nagers on.the
other hand, frequently feel that therc is little or no ‘staff loyalty to the institution. -

itional problem .
at is needed or
iques s highly
tructure, Two
tfeedback.

Lack of {or poor) communication is the miost frequently identified organiz
in librarics even though communication is present - both written and oral, wh
- wanted is not there. - So development of commuuication channels, and techn
essential for library inanagement rolating to- wark- relationships, authority.
-elements have to. be stressed in effective communication on the job time an

Managers in all organizations are paid for the quality of decisions they make, which are
crucial for overall functioning of the system. - In fact the quality of decisions ritade, determine
to.a large extent, the effcctiveness of a manager. Decision making is core of managerial
activitics. Real lifc problems are g complicated in nature. In an empirical situation, therc
is a large number of mherent facts and every potential course of action triggers off a chain
reaction. : ' o -
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The modern methods like model building and quantitative techniques like operation
research, statistical methods and programing techniques to solve the complexity of empirical
probiems should be given welghtage. ' : ' ' T

Opcrations Research {OR) techniques provide a seientific method for cxecutive
departments for a quantitative basis for decisions regarding the operations under their controt.

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

* Programme Evaluation and Review Technique (PERT) and
% Critical Path Method (CPM).

.. They can be used as good contro! techniques which helps in monetary progress and in
reducing time lag for completion of the projects in tume.

1.7 LET US SUM UP

In this unit we have studied about the pature and purpose of managernent. Now let us
recapitulate some of the important points. B '
* Management is the primary force or the brain of an organisation, through which the: '
available resources arc exploited te fhe optimum use.

Management is both an art as well as a geience. The manager utilises his personal skills
- and knowledge for probiem solving and decision-making . As there is also a systematic
body of knowledge composed of principles. laws, Tules, ete. formulated after followms
the rigorous procedure of testing and application, management 1s also considered as a
science. ' ' ' ! o
In mosi organisatiosns, therc are gencrally three levels of management: top, middle and
lower levels. ' ' ' ‘ '

Library is a not-for-profit (NFP) organisation. To provide cffective service, to achieve
degree of standardisation and to make best use of resources for proper use of modern
managemcit tochniques. ' :

% REFERENCES AND RECOMMENDED BOOKS

1} KOONTZ, Harroid and O’Donncll. Essentials of Management. 4th ed. New York:
MeGraw-Hill, 1986, _ L

EVANS, E. G. Management Technigues for Librarics. 20d ed. New York: Acadermc
Press, 1983, ' ' '

.3} . SINGH, B.P. and Chabra T.N. Essentials of Managemeni. Tth meh. Ai}ia‘fna’:ﬁad: Hitab
kMahal, 1985, . : C



4) SRINIVASAN. R. and Chunawala S.A. Managemem Principles and Prag nce. 2nd ed.
Bombay: Himalaya Pubhshmg House, 1983.

5)  HORSEMAN:R.C. and CarrollA B. Readings in Orgamzauomr! Behaviort Dimensions
' : ojf%anagemem Actions. Boston: Allyn & Bacon Inc, 1979.

1.9 MODEL EXAMINATION QUESTIONS

L ESSAY QUESTIONS
1)  Define ‘Management’, Explain its scope and pLII]:JOSS.
_Zj ~ Distinguish be;‘tween opérativc and manageria}_ﬁmcti.ons_._ ‘
3) - Nafhe t‘lle‘l‘t].}ree 'Ievels of management and bricﬂy. describe each le\ el.

'4)  Why libraries and information centrec; nu.,d thc app llcatlon of modern managgrial
conccpts 7. o

Il SHORT NOTES
) ‘POSDCORB

b)  Important characteristics of management
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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

221 Various Schools of Management Thought
2.22 - Historical Periods of Management

223 - Classical, Neo-Classical and Modern Theories

2.3 Theories of Scientific Management

234 Taylor: Principies of Scientific Managemem
232 Fayol: Functional Managemeni '
233 - Mayo : Sociological Perspective

234 Maslow: Hierarchy of Needs Theory
235 McGregor: Theory X and Theory ¥
23.6 Herzberg: Motivation-Hygiene Approach

2.4. Application of mahagement theories for LICs
2.5 Let Us Sum Up A |

2.6 Assignment .

9.7 "References and Recommended Books

2.8 Model Examination Questions

2.0 ATMS AND OBJECTIVES

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

application to the field of library and information science.

Aftei‘ studying the unit you shouid be able w0

. explain the different schools of managém_enf thought
. elucidate the principles of scientific management
e - explain the concepts in the theories of Max Weber, Taylor, Henry Fayol, Mayo,

Masl_ow, Douglas, McGregor, Fredric Herz_berg,

e - apply some of the principles of scientific management in organizing and managing

a modern library.
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~ 2.1 INTRODUCTION

Thé coordination of human and material resources has been a common concern ever
since human beirigs started living in groups. Management took the form of the feadership
which was essential to coordinate the cfforts of group members in order. to arrange the
necessaries of life. Mgnagemeni as a systematic field of study is a nroduct of carly 20th
century. However this doés not mean that the perlod befme tim was vmd of managerla]/

adml fi Stl'ﬁ'[l‘v’(.‘ corcern.

'M'an.agcmcm has been of concern fo organised society throughout the civilised history.
The.systematic study of this thought is mainly developed during this century. The management
is applicd to get the desired results. The study of management theories developed during the
century will help in guiding the management’ decisios, act as a sources of new ideas and
innovations, and to create awareness of the business environment. :

2.3 CLASSIFICATION OF MANAGEMENT THEORIES

A systcmatic study- of management thoutht as a distinct branch of knowledge has
begun in the 20th century. The management scientists have identified scveral schools of
managément thought and classified them in their OWN ways. Let us see some of these
Cateuorlscitlom of mdndy.muﬂ thoutit.

Approach to management is based on the existing ideas.. The word 'approach' is used
as a'generic lable' for ideas, concepts, philosophies. schools and styles. The authors or writers
have used the terms such as school, style and philosophy in various ways. While discussing
the-same concept-or approach the authors must have used different terms such as school or

" philosophy. Theretore, the students should not get conlused wzth the words used at dlh‘elent

places. ‘

221 _-Various Schools of Mzmagement Thought

“We may categorise the schoo]s of management thought 1nto three br oad categories: 1) '
%ienuﬁc schools. i) Human'relations school and i) Decision theopy: schﬁtu]% Some amho:
have also 1demlf'ed some sub—cateﬁon 1es in each school.

iy - Scientific Management Schools: Scientific management school seeks to
determine scientifically the best method for performing any task and for selecting, training
and motivating the workers. This approach was devised by Taylor, Gantt and Gilberths 1o
increase preductivity, which is possible by raising the efficiency of workers. The basic objective
of scientific management'is to carry our more work in an efficient mannet. F.W, Taylor {U5)
has made ouistanding contribution in this area and be is reversd as the Father of Sciemtific
Management School, ' - o '

o

ay  Classical School s also walled 25 Traditional or  Universalist 3chool of
Managoment. This school originated in Frence and Henrs Fayol is regardec as
the Father of Classica! Schaol'. The schonl considers m 'maﬂttmt:m 28 s universal

Uprocess. The schoot grew out of thi need fof {inding the gui deimf*s formanaging ~

Tiewy

ar: DTy




b) Sysrcgm School is based on the works of Max Weber and Luther Guliick. Weber
researched on the structure of authority and hierarchy in decision-making in orga'ﬁ
(sations. Gullick identified managerial functions and coined the acronym

. POSDCORB. o " |

¢y  Human j?ehaviour School views the workers as human beings and lays emphasis
on interpersonal relations. The underlying philosophy behind this school is that
if manageroent takescare of happiness of employees, then it would be possible to
achieve increascd produi;tio’ti ' o :

d)y  Secial System School encourages employees 10. build. up social groups in the
‘work place and their pai‘ticipatibn in the management process. This encourages
'demo‘crélic style of functioning i Orga.niszitions. Peter Drucker {of MBO) and
Douglas McGregor (Theory X and Theory Y ) and. Abraham Maslow ( Need . .

“Theory ) are the proponents of this school. ' ' '

e) Decision Theory Schools stu-'cly-'t"hé'pri:s.cedures of decision making in organisaiions -
and advocates for ihe use of;av'ailab.le mathermatical models and quantitative
techniques. ' ' ' :

2.2.2 Historical Periods of Man‘agemeht Thought

_ Fdward Evans divided the development of management theory into four broad periods.
They are (i) Pre-scientific Period (i.e., Pre-1880), (i) Scientific Management Period (1 880-
1927). {iii) Human Relations Period (1927-1950) and (iv) Synthesis Period (1950-Present). .

i) .Pre-Scientific Period (Pre-1850)

The prescientific period could be depicted by long line of sweating slaves painfully -
‘dragging a lime stone block towards a pyramid and along with the slaves are “mmanagers”
Cracking their whips. The word often coined for this period 1s “autocratic”. '

_ During this period, many remarkable facts of organization and joint human efforts to
- modify tiie environment were performed. - Works such as Middle Eastern Ziggtlréts, Egyptian
“and Middle American Pyramids, the (ireat Wall of China and Persian roads and buildings
attest this fact. : ' : : '

Three men born within a span ol twenly years responded to three distinct chalienges of
the time. . '

1 ROBERT OWEN (1771 - ._1858}: He became concerned.about the evils and the in-
humanity he saw in industriatization. He argued that by iniproving the conditions of emplcyees
lead to increased production and profits. R '

* e advocated devoting more attentioi Lo human being (whom he calledas “Vital
Machine’ ), whicih could be Amproved 1T kept “heat and clean ", treated with
“Kindness” and supptied with sufficientquantities of “necessities of life™.

ﬂ _ s
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‘He, he[:eved that manager's bu.t mvestment was on wor kerg. T helcfone the
}}iay arole ofie{ormer X

F]e reteains as a dominant figure in fighting for workers' rights.

He reduced the worklng? hours per day hom 14 hours to ]O = hours and re

;_.

'_ ‘hire clnldren unde: the : age IU

2) CHARLES BABBA GE (17‘)2 - 1871) Babbdge was a Cambr idge Profe

Mathemahcal Eenms

i

ssor and

* Charles Babbage tried to advance technology

* He was an early advocate of the division,of labour. He also believed that| éach
operation'shoutd be analysed to enable to lSOldtC the skills involved in each operation.
This enables to ,JiOWdL training in the clI‘E:dS required. which’ hclps to reduge the
traming u)st and improve the produchwl}

* He advocated that accurate: data obtainéd from uyd mvcstl gation should be utilized
in managing an enterprise o

* Heemphasised on work measurcment, cost determin_ation. a.nd wage inceiltives

%

runner of moderi CO]ﬂDlitel‘b

3) CIIARLEQ DUPIN (I 784 < 1873): Dupm was a Flemh Enyneel

* He was mlcnesled in managemem LducauQn lather than human beings or technology.

ii). .Scientiﬁc Management Perio(_l (ISSQ ~l927)

- bnltke bure'tucrdcy wcnentiﬁc manaﬂemenb wils champtoned by practical m
essemml character of scientific management, often called task management,
representation of second period of devclopment in managemmt thought. The industri
lutién, would be a montage of machines, assembly-line opcrators, gears turning, stear
and huge piles of goods. The keyword here is mechanistic. Most managerial concepts
ttme emphasmed orUamzatlon aspects of work.

The. wmkofF W. Taylor, Frank and Lilian Gilbert, Henry Cmdtt are undoubted
to the developmcnt of smen‘uf’c management them} and practice. T avim I$ thoughtt
-~ person who fDunded the scientific approach Lo m’mdgcment

He was beqr lememlx.red as inventor of analyﬂcal engmt, 8 v.hluh was the fore-

en. The
was a-
al revo-

[y basic
n be the

» shou’lci'

ﬂlsed to. '

N rising,
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MAJOR CONTRIBUTIONS TO SCIENTIFIC MANAGEMENT THOUGHT .

SNo.  SCHOOLOF THOUGHT- - PERSON CONTRIBUTIONS
1. - Scientilic Management - -F.W.Taylor Shop Mahag_émem

~{1903)
Principles of
Scientific

Management (1911)

' Diffcrential piece of

work_ Time and motion -

studies

‘Henry Gantt  Task and bonus plan
~ charting techniques

- 2. TFunetional/Operational ) lenry l'ayol ~ Administration
Management Theory E , : - Industrielle et
- ' S Generale (1916)

i)  Buman Relations Period (1927 - 1950)

The year 1920 is regarded as turning decade from the point of emergence of modern

- management thought as it réported change with regards to social atlitudes: social alterations
-~ intermationally, inter national human rights. replacement of polmcal institutions. The sociologists -
" and psychologists contributed to the dev elopment of management thou”ht This period laid

~heavy emphasis on mtcrpersondl relations.

- This period was against overemphasis o'n productivity as made during the scientific
" management period. Humanism was emphasized. Elion Mayo made a study oil worker's
fatigue and her contribution to manageément was socialogical perspective of the work situation.
" Her study at Western Felectric. Haw thorne, Hlinois, is a milestone in to management studics.

Mayo was crediled as Founder of 'Industrial' Sociology Psyuhologjx and the haman relations,
the ories of management.. During this period the psychoio ry and the human relations tho-
aries cf lllqlnagcmt,nt " During this petiod the importance of group was recagnised and these
groups became the centre of workers social life. Further, brief rest ncnods or light lunch i the

. morning and afternoon have contributed n mcreabed production.




" iv} Synthesis Period (1950 - Present)

The complexity of organizations in the later half of the present century tended lead to
~ think for more intricate strategies to deal with people and organisations. It becamie clear that
no single organisational strategy will work for all times and for all people. Different strategies
are needed to tackle different sitiations and different people. Management scientists with the
help of hehavioural scientists extended research beyond human relations field using
mathematical models, statistics anid computers: The research has also gained the support of
“specialists from the systems theory, operations research, and statistics. As the period is
charactérisedewith the efforts of interdisciplinary fields it is knowin as“Synthesis Period’.

2.2.3 Classical, Neo-Classical and Modern Management Theories vl

The management theories are classified into three broad categories. They are classical,
neo-classical and modern management theories. (Hitts er ¢l.) '

© The Classical Management Theory is based on the ideas on inanagem?ent offorganisation
~during the 1880s and [920s. This school is often referred to as the .7raditional School of
Management as it evolved as a result of industrial revolution. It consists of thrgc branches:
‘scientific management; administration managemeént and bureaucratic organisation: As you
have alréady studied in Section 2.2.1 scientific management is concerned with application of
prisciples and practices. F.W. Taylor is the architeet of administrative nmnagemém theory
and presented his 14 principles of functional managemcﬁt'. With the complexity and.
specialisation, organisations became burcaucratic .organisations. Max Weber became a
propounder. with his principles of organising group effosts and procedures.

 Neo-Classical Ma;r-:ragemem Theory(1920s - 1950s} is based on the two important schools
of management, namety. hiuman relations school and behavioural sehools. Elton Mayo has
been considerced as the ‘Father of Human Relations Movement’ - Mayo emphasised on the
imterpersonal relationships among the employces. The behavioural school s an fextension of
human relations school and it considers organisationat humanism for managerial effectiveness.

. As organisafions became more complex. the need for modern managemient theories
became essential. The Jater half of the 20th century has witnessed the d.eyc!ppﬂent of many
theories of management by management scientists, behavioural scientists and many with the
interdisciplinary apphach nvelving mathematical and statistical tools. -

Theories of Manageinent

o | |

Classical theory '

Weo classical theary Modem M:nmgcincnt o
_ . . Techteal and ) ‘ 1 , Contingency
Bureaueracy - Scientific Process Management ooguantitative Systems Approach
Management - (Fayol) . _ Decision making Approach . '
(Taylor) - ) with the help ol OR

: Human relations . Behavioral seience
(Mavo) -~ apprewch (Maslow ..
B MeGrezor)




23 THEORIES.OF SCIENTIFIC MANAGEMENT

So far you have studied the various schools of management and their classification.
_ Behind these theories there exist “work, experience and research of several practioners and
academicians of management. Let us now study the various theories of scientitic management -
propounded 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 determine 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 incrcased production. His main contributions are ' ' '

a)  the concept of fair day work and

by  differential rate :syst'em.

Taylor observed the work area and analysed work meéthods, time involved in movements
for the jobs. Each job was broken into components and identified the best method of doing
each component. On the basis of time-and-motion studies, he difined a'fair day's' work for a
given task. 'Fair day’ work may-be used as t standardise the work output and production
figures. ’

Differential rate system is a new svstem of payment, which was using incentive pay.
The differential rate system is payment at onc rate when they met the established standard but
a higher rate when they surpass their normal/standard work. The standard work should be
reasonable and acceptable 1o both manager and worker. He also introduced rest periods.

' . o Lo
reduced working hours from 10 to 8= hours.

In a library examples for time and motion studies are- pasting the lables, packets;
photocopying: alphabetisation, filing etc. This is based on motion of hands, eyes and feetof .
an individuat who is working on a particular activity at a location.

1) FRANK GILBRETH (1868 - 1924) and LILLIAN GILBRE'LTH (1878 - 1572)

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

a) .jari;_nre and motion studies: The most economical motions for each table were
identified by using motion picture studies. With the hefp of such motions, fatigue
was reduced (with the concept - every mition eliminated reduced fatigue) and
performance was improved.

by  Three position plan : According to this plan a worker would do his/her

work; prepares for next highest joh and to win the successor. All these atthe
same time: which enables the worker ta develop.
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| 2'.?;;2'-'HENRIIFAYO'L '(18}41 - 1'925)'5 Functional 'Mafnageme'nt or Process.

“prirciples and skills that underlie eff

-ability to bac

- i) HENRY GANTT (1861 - 1919)
Gantt's 5:015‘rribu'ti0n__t0 the c(\l)nc,fej_Jl of Sv_:-:;;entiﬂc 1h.aﬂag'qmen't h'y'iﬂ_.tr(.nd_UCing_..

-a) - Task and bouns plan; and
b) -Ganttchafts_ o

.- - Gantt intreduced bonus, ifthe standard of assigned worktoad is finished. The supervisor
will get bonus for cach worker who completed their work and extra bonus if all the workers
reach the standard. o ‘ ' ' S

Gantt introduced ¢harts 16 record the workers' progress on individual bar charts. The

‘Garitt charts are still in very. much use: The most important coneept is-to rating the worker's _
- work publicly. S _ o o T : -

The seicntific management theories gave a good support for increased productivity.

- Managenient
Other cream of thought considered management from process or functional approach. -
This thought argues that all administrations perform certain types of functions like planning,
organizing, controlling and so on. ‘Management is seen as process of performing these functions.

~ Thetheory holds that college presidents, chief cxecutives of business firms, hospital adm|nistra- |
tions, administrators of religious organizations essentially do the same thing, ~

Henri Fayo! is the first management scientist, who made an attempt to 1dentify the:

cctive management.. He believed that with proper methods
of management based on forcasting it is'easy to have effective tesults. Fayol felt that to learn

- management sKills, it is possible with tlie comination of education and .expericnce. "Such

combination gives sofid background.. It had heen reasoned hat every worker needs technical
<ground. Tt had been rcasoned that cvery worker needs technical abilily to carry -
out the funetion. Fayol's contribution to the management of complex organisations with the

help of his guidelines is a milestone in managemeént. -

-

- Fayol's six fundamental? interrelated activities of organizations are : -
* -1} Technical or production aspects. eg: cataloguing of b()d]§s"

- 2) Commercial aspects (buying & selling, exchange of goods). eg: buying library
- material: selling information products/services =~~~

3) Finangial (search for serving & efficient use of money).eg:allocation of financial
TESOUrCEs, o e '

) Seeuity (protecting/safety of employers’ & property).eg: protection of library
- materials. o e B o -
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5) Accounting (statlstlcal record thmkmg) eg: Mamtammg 1"11anc1al accounts and
statistics.

6) Mandg:ementdl actw:tles (p]anmng:,, orgtnmng, and control). eg: essentla] to achieve
the objectives.

i) f-Fayoi*s General Principles of Managemcnt :

T'lyol stated the principles ofmanduement Thcse principles are flexible and hdve to be
applied at d:ﬂ erent and ChdﬂUlllU mrcumstames Thq are

1) Division of Work_ {or Spec_'iﬂii'zation): best to assign workers to the jobs fairly
limited in sCope S0 that l:i1ey_ca.n' perform thé work efficiently which leads to ligh pro_ductivity.

.- 2) Authority and Respousibility: Authority should be d(,lbgaled to complete 1lie stated -
" responsibility. These two should go together

3) Unity of Command: An employer should receive orders from only one supervisor.
Fayoi observed that conflicts may arise, if instructions are received from more Lhan one
supuwsor '

4} Unity of Direction: There shouid be only one plan sofite bbjectives and one person
to supervise (one unik, one plan}, Unity of command cannot exist without upjty of direction. It
“Is usefu! for designing and functioning of argamsation. structure, crealing départments.

'5) Subordination of Individual Yaterest t6 Gemeral Interest: Fayol believed that
individual should give priority to general interests over individual interests.

6) Remuneration : Must be fair and accurate which atfords maximum satisfaction for
both employee and employer.. '

7) Centralization: Favol thought centralization of authority is desirable for overall
control. Formulation of polifsy, general basic rules procedures ought to be central ised. Enough
authority should be given to subordmates to do their jobs and retain the final respomlhlllt\
with supervisor

- 8) Lines of Command : Any nraan:zatlon needs a l’ormallnd lnerarchy wlnch reflects
the flow of authority and responsibility. '

Scalar chain LS‘I:dbllSheS the channels ﬁ om top manager through which commumcatmn
will pass. To save time and avoid distortion of messages. ‘there would be short cxrcurtmg_ y chain

so as to allow quick communication and swift down.

- 9) Order: Relationship betwcen various units must be established ih a logical or rational
manner so that work harmony between units 1s created. : ;
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]0) Eq{mty Personnel should be treated equally and frlendly

[k 1) Stablllty of Tenure Employee should not be removed frequently Frequent eheltges :

(or rot_atlo_n) on dtfferenl _|obs will disturb the\ funet1ona_l aspeot of an or_gamzat_lon

12) Imtlatlve TInitiative should be encouraged at atl- Ievels Suljordmates should be '

: asked to eoncewe and carryout the1r plans

' '13) Esprit de Corps: (Uni’ty |s strength). S_;'dirlt of loyal_lyttnd de\ro_tlon which unites the

" members as-a group. As the principles are not immunable to change they are to be used :
: earefully and dtscretly As to quote Fayol, “It is a matter of making how to make use of them, -

itis a dtffeult art. reamlng mtelllgenee expertence CllVISlO]‘l and proportlon

“

2.3. 3 EL [‘ON MAYO: Socmz’ogtca! Perspecttves R

Mayo s contrlbutton to management theory was a soc:ologleal perspectwe of|the work

situation. The results of Hawthorne and other studies convmoed Mayo that the long held notion ..
of the “rabble hypothesis” has fo be rejected According to which the workers were'a’ dis- B
orgamsed group of individuals, each of whom acted only out of self interest. If managers '
accept this hypothesrs they seek to appeal to that self-interest to increase produetlor Mayo’s

'work demonstrated the 1mportanee of the group and proved the fallacy of the rabble hy po_thesis.

Work groups frequently"bectrme the céntre of a worker $ so'cial life especial]\ in urban
' soerety In libraries, both the clerical and professional staff find much of their socjal lifein .-

- ..some way: connected with individuals from or related to the1r work envrronment Thus when

changes are projected for the work situation, a strong, sense of threat e)usts not only i terms -

_ of _}ob seeurtty but also in terms of soctal seeunty

Elton Mayo was the most influential person 'He belonged to a researeh scheme of

Haward Graduate School of Busmess Administration who undértook a fong study of worker
' fattgue and productlwty at Western Electnc [—Iawthorne lndustrlal Plant These studtes are

: called Hawthorne Studles

_ Mayo 1ntroduced the coneept of somal man motlvated by de sife to form relationsh ip
with others - ; : Coe

v

the Fourider of Industrial Sociology-Psychology and Human theories of management.

'-Mayo.an'd his'A's*s'ociates have come’ to the fo_llowing c’ohclﬂsions i

)] _'Tlle amount of work to be done by a worker is. notdetermmed by phys1ca| eaﬁyacit}t but
- by soetal notims. ‘ : . '

2) - Non- ~economic rewards and sanettons play a srgmﬁeant role in mﬂuenemg the behawour
- of the workers. - SR




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

‘isa social system and the human factor is an important element. Thus the content of management
teaching and practice were completely changed. a

Less attention was paid 1o engineering application of fime and motion study; and more
emphasis on interpersonal relations, leadership skills and human motivation.

Rewards of non-economic incentives motivate the employees. It becomes evident that
hutnan 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 pu_t‘fonh by Abraham Masiow. 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 needs oeases to be a motivator.

figure- .
" 1) Physiological Needs: These are the basic needs for sustaining human life itself, such
as food, water, shelter, sleep and sex. Maslow emphasized that until these needs are satistied

to the degree necessary to maintain life other needs wiil not motivate people.

2) Security or Safety Needs: These are the needs to be free of physical danger and the
fear of loss of a job and property- ' - : :

_ 3) Social Needs: Since people are social beings, they need to belong and to be accepted
- by others. These needs include affection, tove, respect from the social group. '

Basic human needs placed by Maslow in an ascending order of importance are shown in

4) Esteem Needs: According to Maslow, once people beg.ih o satisf}'f their basic

needs they tend to want io be held in esteem both by themselves and by others. This kind of
" need produces such satisfactions as power, prestige, status, self respect, recognition and
appreciation. : = :

5) Need for SeH-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
atcomplish something. Individual accepts 1o be increased responsibility and develop creative
talents. ' : Co '
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2.3.5 McGregor’s Theory ‘X" and Théory V'

Need s
tor self-

Cactualization

/

N

Esteein needs”’

Alliation or

aceeptance nectls

N

Securily or

safely needs

Physiological

needs

\ ﬁ

lig-i- MASLOW'S HIERARCHY OF NEEDS.

r

* Duglas Murray McGregor, in late the 19504, formulated the classic theory X dndiheow
Y. Thc‘:L theories are assumptions about humdn nature and motivation.

[‘hu)r\ X

v

]heow X. is a traditional view of motivation.
motwated by force, money or pmme as Thc Wt I< is distasteful. The asstmptions are as follgws:

b

T
o

Ll
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“This states th(l employees imust be

An.avcrage huﬁmn being dislikes work and will avoid, it possible,

Bf.causn, 01 this inherent dlslzl\c, ol wark,

pcop}e have to. be coerced or

motivated- with wages or show of wmpc.nsatlon for the achievement of

organizational goals;

An average human being prefers 1o be directed, little desire for responsibility,

less amb-i'tio_usq and wants security above all:

.

Motivation oci:urs oniy at physiological and .éecurily levels:

Most nmplc must be' dnsely controlled, 0[1(.11 LOL‘]CCd to achie\'c orrrammtmmL

objectives,
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236 ":Herzberg_: Mbtiﬁdtioﬁ-]{ygiene'Aﬁpwa'c_k.l _ ) '.

¥

Frederick Herzberg and his associates found out a two- factor theory of motivation.

This theory énunciates that job satisfaction and job dissitisfaction arise from twoseparate sets
‘of factors. ' ‘ o S o '

-In one group, things as company policy ! supervision, working ¢0’nditib.n_s, interpérsonal
relations, salary status, job security and personai life were found as motivators] -Absence of
~these factors produce dissatisfaction, S o ' o

" Inother wardsﬁth%jii'%XESt in the work environment in higher quality.and quantity they -
vield no dissétis_fa@ﬁoﬁ‘-. Their existence may not.motivate inthe sense of yia;ldin,g satisfaction.” .
‘However, their task of existence would result in dissatisfaction. These are constantly referred
" to as “Hygiene factors”: - T - L
.. In"the second group, Herzberg listed certain satisfiers and therefore cal led them as ‘
~motivators, which are all related to job content. These inclidé achievement, recognition, -
challenging work, advancement and growth in the job. Their existence will'yield feelings of

. satisfaction or no satisfaction ( and ﬁotdissatisfaétion). :
The first group of factors Herzberg called méi-ntenéncg or hygiene factors. Tlteir presence
- willnot motivate people in an arganization; yet they must.be present otherwise dissatisfaction
Wil arise. The second group has the potential of yielding a sense of satisfaction . =~ = -
Job attitude affects th'e'quntity of \?ork.- 'Wﬁe_n people feel good about theirjobé,’ the

- -performance with creativity is likely to be improved. If they do not feel good the performance o

is likely to get affected. .. |

24 APPLICATION OF MANAGEMENT THEORIES TO| LiCs

- Libraries have béen in existence from times immemorial, They have been changing fast
-to keep pace with developments in the society. A modern library is a complex organisation.
Scientific management of Tibraries and friformation centrés would bring efficiéncy. It is possible -
~ only throtgh the application of principles and scientific/systematic methods. We feed to study

management theories in the context of library operations. - - T

(D) _IClassiﬂcht'_ion-of.m:anagemq:nt t!;eories_.lfn rélﬁtibn‘tfp library-ﬂiapagém nt

Till recently there were no attempts made to examine the benefits of the application of
- management thought to thé libfary management. Edward Evans has made an attempt on the .
- classification of management theorigs in relation to library management. He ide tified threé
. basic periods,namely, nr 1937, scientific (1937-1955) and human relations (1§55 présent) -
- During the early:periods (i.c.. P 1937) libraries were run with the traditional approaches. - -
Li braries were characterised by relatively smali collections without any,applic;ation of scientific
methods. Most of the libraries wete blindly following either their own past practices or imitating
‘the '.o't_h.ei-. libraries. Scientific period started after the second 'w(_l)llrlgi’war and the period has -

R
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~ witnessed the growth of collections, staff and ﬁnancnai resources of the llbrarles Costsng '
techniques; use of mechanical equipment, studies on classification and cataloguing, techmques
etc helped to bring the library managenient on the lines of scientific management. The human
relations perigd has become a testimony for the application of democratic. prmmples
pqrtu:lpatwe management and nvolvement of emp]oycbs in decision- makmg process. Still
libraries neéd to. adopt the systems theory, quantitative techniques, efc on full scale in the-
_ managemenf ofllbrarles and information centres,

"(2) Library management and POSD_CORB

Luther Gullick has formulated seven functions. namely planning, oréanisihg, staffing,
directing coordination, reporting and budgeting).of an organjsation in an acronym -
-POSDCORB}. The pl'anninr'r 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.
but also show systematic way to achieve the g goals. Organisation stresses the need for cooperatlve
activities of persons to achieve the objectives through a formal structure. Libraries have been
organised into different depamncnts sections. units, etc. to facilitate the effective use of hblary :
. materials and services. : _
Staﬁ'n0 Js concer ned with prowdm&, T whl type 0! pe: $Ons10 manage dtffclent sections/
_jobs. Staffing is crucial for successful management of any organisation mcludmg libraries.

The managerial functions such as- directing and coordinating are very important and human o

behaviour. The library managers should -possess ability and leadership qualities to motivate
and coordinate the staff to work wiliingly towards attainment of library’s objectives. Annual

. .
reports heip libraries to maintain good public relations with administration, users, public, etcc -

Basically libraries are spending o1gams’1ttons Buduetnw helps 'in baiancmg of esumdtcd
revenue and expenditure in order to achieve set goals.

(3)  Levels of management in.{ibraries

Libraries adopt different levels ofm'anﬁge'mejnt, ViZ., t\opq middle and operational levels
for using different management techniques. The 10p ievel is responsive for taking policy deci-
sions, poticy formulations, planning, control and-evaluations, The middle level takes up the
responsibility of execution of programmes, supervision, coordination, monitoring, etc. At the
operatlona] level daily/routine tasks are performed. Thus, an efficient managemem dcpends 2
on sharmg of responsibilities by all the three lcvcis '

(4) Libr ary’ as a system

“General Systems Theo:y (GST) (levelopud by Ludwm von Bertlanffy forms the widely
accepted theoretical base of modern management, GST attempts to integrate knowledge from
various sciences, namely, biological. physical and behavioural into a single system. As you
know. system is a group of elements which are interlinked. interrelated and interdependent
and together constitute a whole. The elements of the system are also linked to the outside -
environmeni. Considertng the library as a'system,'various elements or variables such as staff..
members, reading materials and finances make up the elements of the library system. Various -
sub-systems such as acquisition, cuculatlon processing, reference, etc are the interdependent
parts of a system '
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McGregor (Theorv X .md Themy )and Herzberg (Motlvatlon Hyglene approach)
teide

Appllcatlon of scientific management would brmg eﬁlclemy of services in the ltbrarles
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C 27 -ASSIGNMENT

1) Crltlcally examlne the var IOllS schools of management fn the context of libraty -
* - and information science. '

' 2) E,xp!am why we need schools of management thought in Lle '

’I ESSAYQUESTIONS S S o
N 1 ) Name the vanous schools of manaﬂement thought and brleﬂy descnbe each school .
~ of, management e : S :
. ":2) N Exp!am the various histor 1cal perlods of manaﬂement thought
-3} . -What is the basis for dmdlng the management theories by Hitts ei al:; ? )

. . 4) - Modern management theories are essentlal for the prcsent day orgamsa1 Io_n of -
- complex nature. Discuss. &

~ B 5) - Discuss the management theories of Tayor and Fayol

6) ";How do you appiy the theorles of sclentif' ic management i the managem ent .o_f j
= 'Lle S S '

II SHORT NOTES

a) Neooiass:cal school of management

b) Theory X and’ Theory Y- - e _
- ¢)Hierarchy of needs theory * - - . . o

d) Maturity and’ Immaturity. theory . o

“€) J..lbrarlan as manager




UNIT - 3 : GRGANIZATIONAL THEGRIES
S‘tﬁ'l.lc.tll]i‘e | | | |

3.0 Aimsand Objectives
3.1 Introduction
3.2 Organisation - Characteristics and Principles
-3.2.1 Characteristics '
3.2.2 Importance
3.2.3 Principles
3.2.4 - Urwick’s Principles
3.2.5 Organisation Theory

3.3 Organisational Structure -
33.1 Line-Type =
3.3.2 Line and Staff

3.33 Models

3.3.4 Functional System
3.3.5 Group Dynamics

3.3.6 Behavioral Approach -

3.4  Systems Approach LT _ . |
- 3.4, Systems Environment - - '
3.4.2 System Attributes
3.43 System Objectives
3.4.4 System Models

i

- 3.5 Organisational Charts
" 3.5.1 Definitions
3.52 Types

3.6 LetUs Sum Up

3.7 References and Recommended Books .
3.8  Assignment \

39 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 system 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.

31i
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.rgamzatmn connotes” driferent meamngs to different people' For~ a psyehologist
organization means an attempt to explain; predict and influence behavior of individuals. in an
enterprise. Organization is also-used to mean a group of people, structure of relatign and a
function of mcmagement : e e et e oas

v

Accordmg to Henry Fayol "to orgamqus pmwde agg,gpterpr:-ge everything._g._ __§efu{;tg

i

: t&onshlp

.between factors of production.[t concerns iiself With the mtcmdl rel a3 f‘spons;- :

AR

'blhtles_ f personn Iarrangement growmg of machines and mateti

[number |
o 1 L P I S
of persons in commumcatlon and relanonshlp to each other and aré wdl g f'ed | towards

a common endcavor

3.2 ORGAN ISATI()N CHARACTERISTICS AND: PRI*N CIP_LES

) e
\.u— : «-)x\q Y

Though the term orgamsatlou is used ]oosely, itisan 1mpor‘tant’ﬁmet!tan‘ of managemént.'

It provides a structure, a framework on-which the managerient rests Hthis'ssttion we will
discuss the characterlstlcs steps involved, |mportance and p| mcnples of orgamsatlon

- .3.2.1 Characteristics of Orgamzat_lon T s
)] Communication.
i) Cooperative efforts

i)  Common objectives

v} Rul.es and regulations
I tOR T A
Orgamzmg isthe basnc function of managemeqt a?nd it Q{{ings tggetj;;:r Qggma,u{ and nans
human resources to form a manageable umt Orgamzatlbn heips n plann ing, ﬁnpg,}glﬁrectamm
and controllmg

1) : Fac:htatmg the achlevement of objectwes

13\\]'\ T {} Jn..

:2) Famlltatmg opllmum use of resources and techmques
‘ u‘ pUer L AR

\
2R $i 1N afii -‘uii?‘ S iy

T oes iqui sgth e

-
%
5)

;f,,w:‘ mr-i ;‘:5-1‘

6) Encourages cordial relations between mdhagement and ﬂ]f’ employees |
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' 322 Importance of organization

us.
1)
iy

iii)

vy

v)
vi)
" vil)

" Organisation is a basic managem'ent function and hence it has always been important to

It brings in organisation structure
1t facilitates management '
It facilitates coordination
It facilitates growth and diversification- S
It facilitates optimum use of technological innovations
» 1t ensures optimum use of buman resources -
1t provides training and development

3.2.3 Principles of Organisation

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

y

?.).

3}
4y

5)

6) .

7

8)
9

10)

1)

12)

Consideration of objectives

Unity of functions: There should be perfect harmony. Functions should be flexible
enough to adjust growth expansion and variations ' :

Division .qf .work and .spé_cfali'zat’fén _
Dpﬁnitirm of jobs
Scalar principe: Clear lines of él}tlidrity running from top to bottom :
Unity (.'Jf Ftammand: Theirc’_should be only one line superior in one organization
Bafcmcé of various, facrofs : Baia.n.ce in Iﬁiﬁnal struétu ré of organization is factors
~ having conflict like central ization ot decentralization. Span of supervision, and

lines of communication & authority allocated to differ ent departments.

Flexibility

_ Continuity: Change is the law of nature

Delegation of authority: Authority de[egatioix should be commensurate with
responstbility o : '

Management by Exception: Orgénizatidn str’uciure‘should be- designed so that
managers are required to go’ through exceptional matters. Problems should be
referred to higher authorities. ' -

Span of Control : Span of control is the number of employees a manager dirgetly’

" supervises; use of managers time and their work load. Factors effecting span of
control are - speed, change, complexity or representa tiveness of work, quality
and availability. ' ' :

cic




13} Organizational Deve!o};mewf(()l)): OD is defined as “a planned process designed
to improve organizational effectiveness and health through modifications. in
individual and group behavior, culture and system of organization using knowledge
and technology of a.ppfied behavioial sciéncc” (Beach 1980).

. The emphasis of OD is on the organization as a whole. Main observations are to improve L

effectiveness of the enterprise, in the face of growing techno- social, political, economic chal-
lenges and knowledge explosion. It may be usefut to know ten principies of organisation as
stated by Urwick, : '

3.2.4 _Urwiék’s Ten Principles of Organ_iéation_

Ten principles of organisation were pronounced by the noted management scicntist,
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 grolip should
be confined, as far as possible, to the performance of a single function.

3) Principle of_Coor;dffzation:_ The purpose of organising per se; as d{s[i_nguished from the
purpose of the undertaking, is to facilitate coordination and unity of effort,

- %) Principle of Authority: In every organised group, the supreme authority nust rest soinewhere.
There should be a clear line of authority from the supreme authority to every individual in the _

~ group.

3) Prfné;{r)!e of Responsibility: The responsibility of the su p_efior for the acts of his sLIhPrdinateS
is absolute. o ' o

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

7) Principle of Correspondence: For every position; the fesponsibilhy and authority should .

correspond.

8) The Span of Control. Every superviso.r should supervise limited number Qf(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 ém organisation should be kept .

in balance.

10) Principle of Continuity: Reorganisatior is a continuous process inevery undertaking specific
provision should be niade for it. L o '
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3.2.5 Organisatibn- Theor&

The organisation theor\f cxiulds over a naowmg aréa of research in a variety of fields
bearing an organisational behaviour, pCIfOIJ‘I‘]dHCE and group dynamics. The objective is to
systematise the amorphous work of pérplex ling experience and bring more of scientific methods
_ of observation, generalisation, testing and manipulation to bear on the theme of organisation
‘behaviour and management by organisational systems. L

3.3 ORGANIZATIONAL STRUCTURE

_ The structure of an organization is generally shown on an organizlational chart or a job-
task pyramid. Organizational structure shows the authority and responsibility relationships
between valjiéus_ functions in the organization by showing who reports to whom and is directly
related to the attainment of objectives. Organizational striicture involves formal relations
between organizational members. These relations may be of three types:

(1) Relations between supervisors and subordinates (line relations),
(2)  Relations between specialists (staff} and lme executives, and,
(33 . Lateral relations.

Development of organizational structure involves two things:
1} Thefunctions which are to be per‘fmméd - requires the determination of activities,
the organization needs avci division of these activities depending on specialization

-requin ed and

2} The form of structure ; This reqmres thr* detailed study and appiscdttous cf
organizational principles. ' -

: Drucker pointed out three spauﬁc ways to find the kind of structure needed {0 attain
the objectives of a specific enterprise. These are

Activiries analy.s‘_t's.' Leads to Departmertalization.

Decmon analysis: What decisions are needed o atfain the objectives, It feads to evolut:on
of patterns of decisions.

* Relations anaiysis: With whom 2 manager who is incharge of an activity has to work.
Such analysis helps to identify communication line and staff relation, wmci, inturn will
help in determining the siructure of organizaiion.

‘Structuw defines the pattern of vertical flow of authf\my called line and the area over
which the authority runs is known as span of organization.

Level i — Librarian
Levei 2 —— Deputy Librarian .
‘Level 3 ——  Assistant Librarian

3&



33.1 Line IO_rg'anization

~ An important component of any organization process is the creation of organisational -

' struc‘rure It represents the hierarchical arrangement of various positions in an enterprise, system

or in a library. It helps in allocatmg authority and responsibility formally. The form of
organizational structure depends up on the nature of activitics of Ilbrary1 competence of
personnel and the ph:losophy of management

There are three basic types of.organizationai structure which are quite popufiar.

Line Organization
Line and Staff Organization
¥ Functional Organ’zation

- 1t is the simplest and the oldest orgénizatiOIial' structure. As is implied, it has been
referred to in management theory as a scalar organization. As it resembles the line of command
in an army, it is also known as a military type of organization or scalar organization.

it represents a direct vertical relationship thrdugh 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'dircct chain of 'command. '

The line authonty not only becomes the avenue of the operating pcrsonn}al but also
prowdes the channel of communication, «.oordimtlon and accounta blllty in a tibrary. '

| Advantages:
[y = ltis very simple to es;tablish'and_ easy for employees to understand | '

2)  'There is a clear cut identification of authority'aud respo’néibilit}*_

3y itfacilitates 1he pmmpt decision mdkl% as there is de{’nﬂe authorlty at every
' level '

4 - Iltfacilitates unity of command and confirms to the scalar principle of organization.

~ Disadvantages:

[)° - Concentration of authority at the top. If the top execu tive is not efficient and
" capable, the library will not be successful '

2y .With growth of lhe Ilbrary, the Iiblarlan or the dlrector of the ilbra'ry becomes
overloaded with work. - :

3 _' Lack of proper communlcat]on from bottom upwards due to concentration of
. authority at higher levels

4) - Line organization is not suitable for big organizations (ie Big libraries and
“information centres, because many jobs create problems as they require
spec1al|zat|0n by the concerned pelson)
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332 Line and Staff Organization’ ~

In line and staff organization, line authority moves down in the same mannet as in line
organization, In addition specialists are attached to line managers to advise them on important/:-
‘matlers. The staff officers don’t have any power of command in the organization 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 * '
on specific managerial problems, ‘staff investigates and supplies information and
fecommendations to managers-who make decisions: Several times specialists are appointed” -
" as line managers, who are likely to contribute much better with their knowledge and competence.
- Advantages: |

1) - Line rhanagers get the benefit of specialized knowledge of ‘staff "specialist-s at
- © - warious levels K N S o
2} Staff specialists rel_i.ei!e the line managers f'fom he botheration of concentrating -
_ on the special functions like account Ing, selection, training and public relations -
elc. o : o - : o o .

3)  Staff executives hclp line rhanag’e‘ré.in--'téking better d_ec'isions_ _ .

- OYganization with Narrow Spans

‘Or'gani'za'lions with Wida Spans

OO

e
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DIVISIONAL

_____ ' o e —— a4
v 1 PERSONNEL {— -1_ FlNANCIAL{— —
| MANAGER: [ | MANAGER |

L — I__...._...__...._I

- DIRECTOR OF LIBRARIES -

* LINE AND STAFF ORGANIZATIONAL STRUCTURE .

‘LIBRARIANS .

-4 ASSISTANCE |’

_ _’.___.:._____:1_ EL g
______| LEGAL |~~~ PURCHASE |
| 'ADVISER |~

_L._,__—..J . o

I....._-__‘.._._l

DEPT. HEAD
TEC SERV

| DEPTHEAD. |
. .-ACQUISI-TION. % R

| pEPTHEAD . |
' INFORMATION | R

- ~——--staff executives -
line executives -

'SERV & DESSI |

B '3 3. 3 Models of Orgamsatlon Structure o

. The study of evolutlon of orgamzatlonal structure in mllltary, _church gqvemment and
. mdustrles from early times to the present revea!s four major forms '

Bureau_cra_cy_ E
Departmentalization
- Project organization ..
‘Matix
- Network '_Strueture'- - :

o ]) .
i)
ity
rv)__
V)

) Bur’eaueracy:”'

Itis the earhest form ot orgamsatlonal structurc Governmental Itbrarles mostly falling

' _"under thls category

Major features of bureaucratlc structure

o

o respon51b111ty

are

C‘ontro! and supelvmon through hlerarchy of pusmons vested w1th authorlty and

| INCHARGE |




2) Systematic division of work pc;r cmpctcni:y and specia-_-hzation.

.3y Following of nules and rurula‘tlons to ensure umformltv LOO!‘L]IHELUOH of »‘:.ffOI‘[S

continuity a.nd qt'ltmty

4y Intt,rpcrsondl refationships to achlevc unbiased execution.

/“dvamages Burcaucratic structurc encompasses some ﬁzndamentdl fn,aturub hk(, umt& of
command, authorrtv respensibility, fimited span of” comrol cic.

Disadvaniages: Fam efucrdtm structure of orgamsationq oftenr cause delay in the execution of

tasks. .

i) Uepartmcntaiization:"

Rational grouping: ‘of activities into dms:om groups or dt,partmults and sectlons The

~durunishes lower ciown the line.

repartmenialization by Fumctions:

-~ Fuaction. Department .

CActivity Technical processing
Lobation/Ter,ritory ~ Central, Régional, Branch
{Geographical) ' '
Customer/user Children/blind person: weaker

' sections,special users
Subject. Science, Maths, Social Science,

' ' Arts, Commerce
Material - “Maps, Reports_._ Software ctc,
Process/equipment B111dmnghotographs/\/ldco

' o . cassettes -
Language “French, Hindi, Sanskrit, Telugu.

Library departmentation is often a combination of two or more fEd‘tl]lLS For ex*unp[e

Rcfcrence Dbpartment (Function and source tvpr::)

W

i) Project Orﬂamsatmn

General complexity of operations, numerous. componc.nts, agencies WLth fixed ume
schedu]eq of dchvery, need a great deal of plamm5 ;csc,arch coordnntlon and control




‘Since bureaucratlc and departmentatlon type of orgamzatlonal structures coul

~ up with project management, a different type of orgamzatlonal structure’ has evol

: ‘cuts across the classical- vertleal organization by introducing honzonta.l ang
‘- relationships. In this prolect ‘anager holds sole authorlty and respens;bﬂlt} for pl
- _completmg the pro;eet :

Pro;ect orgamzatlon of an ad-hoc type is. oecasmnally found in 11brar1es Once

© 18 completed the structure becomes defunct, or merges w1th functlonall orgamzatlon‘

_of the host institute.”
'1v) Matnx Orgamsatmnal Structure

Orgamzatlon accordmg to ﬁmctlons is common in all enterpnses When ail
18 dealing with multiple products organization on the basis of products or proj jects
method. Such'a strueture when mtegrated w1th the ﬁmotlonal orgamzatlon resul
‘Orgamzauon : :

It-can be extended to melude marketmg, geographlc area, development etc
_.matrlx orgamization depends on understandlng expectations and roles of various t

.. mamx system It. 1nvolves sharmg of 1nformatlon and bulldmg up ‘of mutua,l conf

DIRECTOR (INFO)

1d ot cope
ved which

| diagonal ,
anning and -

lenterprise
is a refined
in Matrix

J success: of :
neihbers of .
dence.

M
MAR

 MANAG
. SUB-ANALYSIS -

MANAG
i COMP_ SER -

ANAG |
KETING|

- MANAG
" PROJ A

 MANAG. ..
PROJ B .’

' Fig— : Slmple Matrix Orgamzatlonal Structure _'

A true matrlx orgamzauon is not commonly found 1n leranes The €oNg
- tried. Leicestershire Library and Information Services applied matrix orgamzatlon
1970’s. Now library actmtle_s are looked up as industrial/ corrunercml activities.

.v)' Netwmrk-'Structure o

Thn has not recelved much attentlon in mdustnal management as they were

"« (a column or a plllar of single stone) and strictly adhere to prmmple of unity. of
Large international and multinational organization. with a geographlc spread of a
a.lrlmes hotel chams are mcorporatmg network Stmcture ' S

Szgm ﬁcance They take the shape of cooperatwe framework for sharlng
expertise and function, cost and standardizmg proeesses Network orgamzatlona
are of speclal mterest to L1brar1es

40

‘Pt is being I

during late -

mo‘no_lithj;e:
T command

,tivities ' l_ike _

resources,

1 _strueture_s_ IR

the project .
l structure



©ooused. - e o

Nehvork Conﬁguratzon Star shaped rmg shaped or chstrlbuted hlerarohrca.l or bus s S
type. Conﬁguratron greatly influences ‘information flow, pattem of communication, decision

making, etc. For planmng and managlng orgamsatlonal network a network model may be'

.

~ Operations research teehmques S1mu1at1on techmques (makmg workmg of rophcas ot
recreation of a- srmatlon machines ), analytleal solutlons graph. Lheory and queulng theory are
- used for 1dent1ﬁoat10n of solutions i na network environment, : -

In hbrary and 1nformatlon centres network problems relate to a seleotlon of a,.

‘configuration. - To use the models one has to 1solate and define all the elements of a systemand -

have avenues to data and relate the costs, requlrements and channels. (Taylor 1972)
3.3.4 Functional System S o

“ Being the simplest type of organizational "strnc'tore'it 15 very much in 'vogue in several
. organisations. In this all similar actwrt]es are grouped under an’ executive who reports to the

T ehlef execu’uve

| The functional system in a marketing set u'p: can 'be'shown as follows:

Marketing Manager |

'[Research Manager ] ' | Sales Manager | |~ [-Advertising
. S T — | " & Sales Promo.
‘ o . M :
T S "~ | Distribution . anager.
‘ L ‘Manager
* Advantages: '

N It prornotes occupational s'peoiaﬁzationj L
2) It f‘acilitates intra—deparrmental._eo—ordina,tion :

3)  It.economizes operatlon and ereates pGSSlblhty for adoptron ofa logrcal and *
comprehenslble Structuro -

49 It _promotes_ excellence in perforlnance: in specialized areas:

Demerits :

1) It may fead to excessive centrallzatlon :
.2)  Decision making process is llkely to be delaved

L
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335 Group bynamics

Group dynamics can :'be defined as the social process by which people in{sract 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 melniber groups

are constantly in touch with each other and effectively contribute their ideas to'. zllccomplish a

. The group creates its own leaders whb can effectively coordinate ‘t,lie group efforts
towards the achievement of their objectives. It changes the formairole of participants. 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. Cooperation 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 fecling of belongingness -
from which he can derive esteem, recognition and status. . '

i) Causes for Formation of Informal Gronps:

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

(1) Désfre_to socialize with others: The need for social relationships with other hiuman beings

is most essential for all humans. A formal organization is rationally created for technological
purposes, informal organization arises from man’s quest for social relationship.

(2). Common interest: The employees have to confr{_jnt similar work problems as fhey are’
working on similar jobs. Another implication is physical location of workers: Frequent face to

~ face meetings and being in close proximity influence to form informal groups.

(3) Sense of belongingness: One can sense that he is part of an organization not only by
identification but sharing experiences to colleagues is the most meaningful and petent sources-

of job satisfaction. Employers get more ideﬁtiﬁed_ in smaller g’rbups_ and enjoy higher morale.

(4) Monotonous Job: Introduction of specialization in modern enterprises hag created the
conditions under which workers have to become menibers 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 relate their jobs with final output. For the sake of job’
satisfaction they resort to informal interactions as an outlet.

(5) Resistance to-change: Most dynamic orgaﬂi:zatiohs have a tendency 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 materially altered by a determined wirk group.

i) Utilization of Group Dynamé~, mn Planned Change:

The ever changing interaction and adjustment in mutual perceptions and relationship -
among the members of groups are known as group dynamics. Tf group dynamics is realized

- and mobilized properly for introductic~ of change, results are [ikely to be favourable,

Kurt Lewin developed certain techni_qu'es during the course of his work in group
dynamics. According to him, any situation i which a change is to be attempted is a quasi-
state equilibrium of driving forces and restraining forces. All these forces reside in the group.
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Lewin who propounded the theory emphasizes thai it'is'us'ua]ly easier fo change individuals
formed into a group than tochange any ong of therm separately. As long as group standards are
unchanged, the individual will resist changes more strongly: If the group standard itself is
chanéed, the resistance which is due to the refation between individual and group standard is -
eliminated. ' ' s ' ’ ‘ : :

3.3.6 Behavioural Apprdac_h 7

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 aftempt to formulate generalizations based oil this order from which predic':_'tions can
be made. : B ' ' ' o

. The important characteristics Offh'is-appmach are: -

1) ° The data must be collectad, ahalyzed an.d.subjected‘to public testing by qualified
individuals . : _ ' o

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

3') - Facts must be systematicaily related to one another v_ifith in a systematic frame
work ' o ‘ '

4)  Finding must always be open to further examination and question.
The Behavioural Sciences have provided managers with'a more systematic understanding- -

i o, . q : Yy - .
of one of the most critical factors in the process of management.- the human element. It has
enabled organization to formulate programs fo-more efficiently train workers and managers.

| According to human relations perspective, peopie fry io satisfy their needs in the order
of piiority. The more our needs for physical well being and security are satisfied, the more 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 aceasions security
needs, The need for self actualization is however frustrated by standards, untiformity,
specialization and over definition. The behaviourists have stressed the need for showing greater -
congern for people who are being organized. ' ' 3

_ This approach is an attitude rather _i_han 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 organization.

v

5.4 SYSTEMS APPROACH

tes, aod

A system can be considered to be acoilection of peaple, ehiects, andactivi
gioup of things that operats at a level of compiexity higher than the highest fevel that we
think and understand . It includes both formal and  informal structures. When we think

of braries and their services the organizationad chart generaily display only one aspect
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the fonnal reportmg and rcsponslbllltv structure,. Thc mformal structure represents the .

_ centres of power and influente, otten based on péople or groups wrth some sort of commion
interest. The changes will effect both formal and informal, the managers have to consider the
changes that will aﬁect the system together and strategy muost be planned accordmgly

‘Evans deﬁncd system as a set of mteractmg varrables but each system is a. part of a-

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

people. Chapman defined it as-an assemblage of objects united by same form of regular
mteraction or 1uterdependence It implies dynamic process consisting of mterrelated functions
~ that tend to become mcreasmgly complex as the volume of requirements placed on a system
~ groups: The basic concept is interrelationship of parts on subsystems. The’ startmg pointisa
- set of ob]ectn es-and the focus is o work desrgn and it 1s drstmct from the dcsrgn of components o
~of subsystems : : S
‘ The system: comp'onents are users, . activities, events and objécts which together form_ -
“that system. The system boundary can be definied by drawmg the distinction between control

~and the influence. For an information service for example, the user may be seen as- outside . -

. the boundary because the availability of the service should affect the work methods. of the -
- user. The sphere of influence and identifi catlon of system boundary should aid the manager _
m preparrng an orgamzatlon for change Coe

3.4, 1 Systems Envrronment

The 'system's-enviromnent dcﬁnes-'the'exterhal 'relationship's". '

. Closed Systems Do not have 1nputs or outputs, they havo no enwronment Oﬂ:en this
term is used for systems which intéract weakly with the envnromneut For example Iauls
' 'whrch do not get 1nﬂuenced wrth the activities of out51de world

Opén Systems The systems, that are not c]osed they have an 111put processmg, output |
and interact with the environtient. They are dependéiit on the environment and. sensitive to.the

“changes within it. For example, libraries. Changes in the outside env1ronrnent such as -

mformatlon technolog} mﬂuences on the workmg of the hbrarles
342 System Attrlbutes :

. Accuracy, tlrnelmess approprlateness completeness and clanty form the, essent1a1 .
o ._attnbutes ina system envrronment DR

.'.szste'm Relaﬁons:'are of difforent types -

_Symbronc Where two syste.ms operate as one, 1f one stops functlomng the other cannot. -

- work ) :

' _Synergrsnc workmg together of systcms produce a better output It rneaus that the =
whole is greater than the sum ¢ its parts. If separate departments within an orgamsatlonf

_ _icooperate and interact, thcy become mare productwe than if each hiad acted in 1so}atlon

' Reduna’anr thcre isa duphcatlon between the sub- systems If one’ sub system ceased to_
. .cmst the whole system could contmue W 1thout it. - '




3. 4 3 System Objectlves

All the systems should be de51gned with well deﬁned ObJCCtIVGS however some systems
~ have less defined ob]ecuves and no casy measure of pcrformance can be explained; forexanple
systems: as economic systems-and.business organizations have less clearly defined objectives
~than a system designed. The desngncd systems are built to meet the objectwcs specrﬁed {
: deﬁned) in advance. S o

Thc gencral objectives of man made systcm is mainly to achieve the Ob_]GCﬂV(.,S for
which the systen: is created. Detemunatlon of system objectives is an 1mportzmt component of
analys1s :

- “There are four types of sy ste,m ObjﬁCtl\fCS Whlch can be uscd to categorize thc systems
into four types
A ’)etermmed or Mechanistic Systems These systems always respond in the same way,
_ produces the same results from any given input. machines are determmed systems For
cxample, Computer responds predictably. :

2) © Probabilistic Systems: Probabilistic system is one 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.. Tt is not possrble o prcdlct the number of items on loan at
subsequent pomt of time: :

3) Adoptwe or Self-Contr olled Systems It is one which changes and controls itself.
Here the output from the control system is fod back into the system and influences later
outputs. They have an internial feedback: w here measurements of output are used to

e 'mfluence subsequent mputs ' -

4y Competltlve or Extemally Controlled Systems Much of the busmess world is
~ comprised of competitive systems. These systems are controlled by external factors-i n
~ the systems environment. Such factors cause the systcm  to change For. esmnple

'Productmn System.

i1

3.4.4 System..Models |

_ System models help us understand how a Sysltem is structured and org'uused There are
two system models. They are 1) Srmple Systcm Model, and 11). Complcx System Model

Il

1) Simple System Model Thc fo]lowmg ﬁg,urc dep1cts the 51mple systcm model

Prodtlctlon system' ——@ —— Sales

~ Modify the Product

Figure - 2: ISim;'Jl‘c Systems Model
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This represents a modcl, which shows main flow of work and informatio:L
work -around the organization. This view rcgards the organization as bemg open syst
orgamzatlon is linked to its environment by the passage of i mputs; outputs and control sc

about

m: the

ience,

The opcn 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 establishi a means of
monitoring the environment and asscssmg the necds. In relation to libraries and information
services, the community study and user study represent a great deal in achieving this. It also

llustrates the important feature of feedback of both effectlvoncss and cfficiency. Now

it has

been realized by the managers that a regular review of efficiency and efﬁ,ctwent,ss IS necessary

part of thc managcr s Job

The type of feedback attained by the simple systcms model is 1leg'1t1ve feedback™,

Vthh leads to stability in a system becausc the system becomes sclf contro[hng

GOALS - EFFECTIV’ENESS
: FEED BACK

™

INPUTS

ORGANIZATIONS OUT PUTS

: - - ( EFFICIENCY
o | | - FEED BACK

CONTROL

Fig.-3: Simple Systems Model for Libratffes

ii) 'Complex\Systems Model

» To define the environment of the system more closcly and to conmder what consututcs

the organization: can be done through a complex systems model,

The model displays three environmental lovels:

1) Internal Environment: Which i is contained by the system boundary, constﬂ:utes-al!

of those elements that are within- official ju sisdiction of the organization. The internal

envi-

ronment is composed of subsystems, which operate with'in the organization and [which
interact with each other. The changu in onc part of the system may affect the working of
anocther.

Sub-Svaterns; Fach subsysian in the interpal environment has o be const gersld

gy “""J?‘ which reveals muv."a oras within £ T

-

: "aJT Y]-\r_\r r*f"

] . ”w_!c\-\z.n'? an orianiEa
or levels of T;L.i_HF?I:'“fLOsf Thizen n asizes 2 need




Generad environment

Regulatory
Agencies

EtTecliQeness
feedback

Opcrating cnvironment i Goals

Parent
orgatsation

—% Inpuis ﬁ.

°

DPULS e

Internal envirement

Effclency
leedback

~Local ©
Cotntrunity

Complex éysté’nis mode]
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4) General Environment: It constitutcs thé social, economic and technological context
within which the organization operates. The gencral cnvnronment is capable of exerting a
strong influence through the operating system.

. Sub-Systems for Libraries

' I - - | )
[ ACQUISITIONS ] . [ DATAMANAGEMENT |
( READERSERVICES]' . ( CIRCULATION )

L {REFERENCE }——

Figure-4: SuB-Systems for Libraries

. The strategic management requires information about the operating and-the general
environments, whereas - administration 1s principally concerned waith the iniernal environment.
The complex systems model represents only one aspect of the systems view of organization,
that s, 1t is mainly concerned with the formal task oriented view of the orgamzatlon what
the organization does, or. thinks to do.

Tt is nccessary to take into consideration the models showing other aspects which are
useful for the  organization; like systems model showing the various groups and individuals -
who have somc interest or commitment towards organization. The systems approach helps’
to revcal the lirkages to its environment and other subsystems.

3.5 ORGANIZATIONAL CHARTS

ﬁm organizational structure 1s a set of formal, p]annt,d relationship between grpupmg
similar functions and between the physical factors and human beings required for the
performance of these functions.

3.5.1 Definition | - - o

Koontz and O'Donnt:ll hold the view that “ every organization can be chalte(l for a
chart is nothing morc than an indication of how cln,partmc,nts are tied fogether along Wi h thmr
principal lincs of authority.

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

- Organizational charts indicate the firnctions and their relationship, clear lines of axthority _
and responsibility, visual summary of decision making centres, channels of communication
and span of control and supervision. It is a useful management tool.
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3.5.2 Typeé of Organisationéﬂ_ Charts

~ There are threc different ways in which the orgamzatlonal charts can be drawn; =

honzontaﬂy and functions running vertlcall} The position of the supreme authonty thc
top and the lowest authority at the botiom. ’

© 2} Horizontal (From left to right): In this chart, the highest positions are put at the left
.and those with diminishing authority move towards the right. It represents scalar levels in a
vertical position and functions horizontally. The position of supreme authority is at the lefi 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 dircctions from the centre. The higher the positions of authority,

nearer they are to the centré, and the lesser the Dosmon of authonty, the more distant they are
from the centre. :

- Another clagsification of organization charts is Master charts and Supplementaty charts.
Master charts display the structure of an entire organization and indicate the overall relations
of its major components. Supplementary charts, on the other hand are concerned with the
entire organization but with a particular department or departments. '

Advantages:
)] '_ Tt acts as an important management tool
2)  Overlapping and duplication of work is avoided
3)  Points out to the incensistencies and deficiencies
4) It acts as a guide and training grou_ﬁd :
© Limitations:
1) A chart does not reveal the full picturc:of organizations

2} It can not point out the limitation of cxact authority at any position in the
organization

3} . Inthe absence of a dynamic management the chart gives rigidity to the organization
4) A chart does not represent the informal relé.iionships m the Urganization

An organizational chart is a visual ald and a supplement io thc verbal description of the
strucmn] frame work. Tt outlines the over all structure of the organization and distribution of
functions. It levels its individual position, lines of authority and accountability It is demm ble
to prepare a master organizational chart showing the. primary functional details. supplmneﬂt
ing the same with separate auxiliary charts for cach department.
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353 Consiruction of an Organisational Chart

After studying about the organisation charts, their advantages and disadvantage_s:'ilow

we arc in a position to develop an organisational chart. We may proceed by steps in their,

1.
2)

3
9
5

6)

8)

10)

logical secquence.

List out the organisational goals and objectives in measura ble and verifiable terms ~
I_déntify the chief executive and set thc a_ib0vc goals and cbjectives down as his task

Break down the over all goals sub_-goaﬁs {tasks). The sub-goals should lead to the
main geal. ' S : —

List out and appraise the team (staff) available and assign them to appropriate functions
and levels corresponding to the sub-goals. - o '

Work out the line qf compiand. Unity of command and flow of work should be set to the
direction of the goal. B ' :

Agssign accountability to tlie tasks and 'd'elégatc. anthority.
Clarify the communication lines, up and down and Jaterally, from each functional port.
Review the structure to e115ure_ﬁinctibning of the system. -

Ensare fecdback and correction as well as coordination and monitoring in the structure

Make sure there is no ambiguity or confusion. Everybody n the system should understand
his own rights and duties. S :

3.6

LET US SUM UP

Let us recapitulate what has been covered in this unit,

There are different meanings to’ the term ‘organisation’. In terms of managenent,

‘organisation brings together basic resources and people in an orderly manner to contribuie
~ towards a common goal. ' - S

Organisational structure is one that shows the authority and responsibility relarionships
between various functions in the organisation by showing who reports to whot.

There are three basic types of organisational structures. They are line organisation, linc

“and staff organisation and functional organisation..

Thete are five major forms in the evolution of organisational structure. They are
. burcaucracy, decentratisation, project organisation, satrix and network structiire. The

first four models are also applicable to libraries in a limited context, while the network

structure may be most snitable to LICs.
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% Anorganisational chartis a graphical rcprcsehtation of the form which the rganisational
structure takes to reveal the principal lines of authority. -
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' 3 8 ASSIGNMENT

o 1)__ ' Examme thc orga,msatlonal structure of your ofﬁcc/ depart ment ora llbrary and prepare
Loan orgamsatlonal chart o : -

2) - Exa.mme the orgamsatlon structure of dlffcrent kmds of hbrarles in your locahty and
T prepare orgamsatlonal charts -

_ 3]. _ Llst out various tasks performed by each level in the organ 1sat10n

39 MODEL EXAMINATION QUESTIONS

Lo ESSAY QUESTIONS -

1) “Orgamsatlon prowdes a structure and upholds the management funetlons” D1scuss

-2 Draw a stmple orgamsat]on chart and brleﬂy descnbe each step.

. 3) Indicate the stcps;im_rolvedm'cons_tructmg_an organi sational chart.

. SHORT NOTES

a)-

¢}

d)

Urwncks ten prmctples of orgamsatlon

_Orgamsatlon theory o

Matrix organisational structure. L

Line and staff orgarisation

. Network structare = =




UNIT 4 LEADERQHIP AND DECISION
| MAKING PROCESS

' '.Stl uctui e
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o '74 0 AIMS AND OBJECTIV ES

; The alm of thIS unit 18 16 111tr0duce You to the coneept and Lhe theorles of le '1dersh1p
It also brlefly explams VATIOUS management styles and deus:on makmg process '
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After studying this unit, you shoul_d be able to
.. ® definc the term leadership -
* list out and discuss about various theories of leadorshlp
"» desctibe various styles of leadership '

. d1scuss about the concept of management J) objt:ctlves
. c,xplam the process of decision making.

4.1 INTR OW’UCTION

Leadcrship is one of the important managerial functions in an orgamsahon It is closely '
related to motivating, directing and communicating functions. The decision-making process

LS ofcon affected by the leadershlpA Hence the managerial quality depends on the leadershlp

Leadership has dlﬁerent meanmgs fo various authors Loadershlp is defined as
iiuence, the art of process of influencing peoplo so that they will sirive willingly and
_a,nthuslasuca.lly toward the achievement of group .goals. To lead is to guide, conduct, direct,
and precede. Lcadership act as to help a group atiain objectives through the. mammum '
apphcatlon of its capabilities. ’

4.2 LEADERSHIP DEFINETION QUALITIES FUNCTIONS
| AND STYLES

In ﬂllS sootlon you are being mtroduood to various asPects of leadership suoh as
dcﬁmtmn of lcadersh1p, qualities, functions and sty]os

4.2.1 Definitions

 The dictionary meamng of the term ‘lead’ means o gmde conduct direct and prccede
The persons who could do these functions is a leader. Leadership 13 ofton said as a psychological
process of prowdmg guldanoe for the followers.

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

" activities of an organised gmup members”

Welhrlch and Koontz defined leadership as mfluenco that is the art or process of '
“influencing people so that they will strive Wlllmgly and enthus1astlca11y toward the aohlevemeut
of group goals.

According to Fred Fiedler, leadership is a- proooss of mﬂuencmg othors for tho purpose
of perfonmng a shared task”™. .

Tannenbaum Weschler and Massarik in their’ book cntltled Leadership, doﬁned

leadership as “interpersonal influence, exercised in a situation and directed through the
c01nmumcat10n process toward the attamment of a sp(,mﬁc goal o1 goals '
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in addition to influencing and directing others, Evans also states that th¢ group
* voluntarily dccepts this influcnce and direction for a number of reasons.

From the above definitions we may infer that the basic characteristics of leadership
are; T

i} A leader is one who through some method or means ts able o nfluence Lh(,
behaviour of othcrs and : ' : J
r.I.I

11) - The influence 15 directed towards the achievement of some task or go

_ The above inferences lead us to think and stu dy what mcthod or means some individuals

are bctter able them others to succussfullv influence thc behaviour of others.
4.2.2 Qualities of Leadership

Leadership involves various dimensions and aititudes. It requires vision, gourage.
understanding, determination. decisiveness, sense of timing, capacity to act, ability to inspire
etc. Besides these qualitics, leader is judged by his capacity to tackle the sttuations of crisis.

A leader is an effective human being. He should have identity, open mindedness,
independence, responsibility, communicating ability, reasoning and problem-solving abilities.
He should have concern for others, maturity, courage, sense of obligation, clarity of mind and
expression, integrity, etc. '

. * A leader is one who has some followers and the ieader has thie art to influence their
bechaviour. He encourages them and inspires them to act as a team and give their best to-
achieve the desired result. Leader has to instill the values. '

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

1) The ability to use power cffecti'vely and in a responsiblc  manner, (powc:r)
2} The ability to comprehend that hum’m beings have differing motwatm forces
at different situations. (understandmg the people)

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

o .

4) . The ability to act in a manner that will develop a climate conducive to responding
-to and arousing motivations (style and climatc).

Weihrich and Koontz have stated five ingredicnts of leadership. Théy are- a} power,
b) fundamental understanding of people. -¢} ability to inspire followers to apply their full
capabilities tc a project, and d) the climate development. These roles are played by leader to
have more productivity. "
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42.3 ‘Managers as Leaders -

As you have aiready secat in the beginning of this course, that the management is the
- process of getting things done throu gh the efforts of other people. Manager is a formal position
Cinan organisation. On the other hand a leader may not have a formal title or authority and he.

depends on hts personal qualities to influence others. - '

The n1a11ager should have all the characteristics and qualities of a icader to influence

the people working with him to a,chicve the desired results. Managers inspire their subordinates.
by theiv leadership qualities. Besides the influencing qualitics, the managers have powers with

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

as coercive power, reward power, legitimate power, expert power and charismatic power.

Hitt et i distinguishes a leader from a manager as managers do things right, while
leaders do the right things” T '

'4._2.4 Junctions of Leadership

;A

The main function of leadership is to ‘induce” or “persuade’ ali subordinates or followers
to contribute to organtsed goals in accordance with their maximum capacity. Tn other words, it
15 ‘mspirng’ and ‘motivating’. As motivators, managers are concerned with the needs of their
subprdsnates. Inspiration is an ioner quality and a rare ability of a leader with charismatic
quality. The functions of leadership and the manager’s role are relative and similar, as the
manager is supposed to lead the employess and suceessfully achieve the goals. '

Thcre 16 common '1ct1v1tles and functlons identified dnci c:xpcctcd froin & Lcadu*
Manager : _

1 Arbity ating and mediating: A leader resolves a dlSﬂéYﬂBi""mllt by arbitration dnd
\ mediation.

2) | Suggesting: The suggesting ability of the leader allows the subordinaies a sense
of participation in tasks. -

3)  Supplying objectives: The objectives supplicd by the leader help members to
work together.

4y Catalyzing: The leader acts as a caialyst to initiate or acccicrate the work.

5) . Providing Security: Leader provides personal security vo his t e a m

members at the movement of .adversaries to maintain an optnmqnd positive
attltudc e _ _ n

- 6). "Representing: A leader represents the organisation for which b is working and
speaks for it with the outsiders. '
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7y Inspiring and Zeai buildin g: A leader inspires his team mem bers to contnbute
more towards achieving the goals of the orgamsatlon

§)  Praising: A leader praises his _subordmates for their good - work. |,
€N Goal Setiing: A 'Ieadef_ contributes towards establishing objectives énd goals.
10}, Ebcecuting: A leader is I'céponsible- for executing the plans.

11)  Expertise: A leader is an expert and he provndes necessary - guidance to his
subordmates

12) ' Bearmg Group Respom;b;irty A leader bea:rs the responsibility for decds of h1s
subordinates. -

13)  Purveying Rewards and Punishments: A leader approves or admmnisters the
rewards and punishment to his subordinates. '

14 Exemplifying: A leader is 4 model for others to follow him,

" 15) Father Figure: A leader serves to fulfill an emotional role for the gronp members
as an elder.

16)  Scape goat: Aleader is a ready target for the aggressions of his group members.

In addition te thé above, the other functions of a leader are to create a good and .
_congenial atmosphere to enable to have smooth flow.

The leader witht his attitude and behaviour motivates the staff. The léader will be
..symbol of the group and acts a spokcspt:rson of the group. The leader 1s also an example
. setter, shares the skills and knowledge and holds the responsibility” They need to instill values
concerned to quahty, honesty, etc. -
|

- Stoner and Frecman had suggested two major functions of leaders; (a) thsk related or
: problem solving, and (b} group maintonance or social functions such as mediati g in case of
disputes and cnsuring that individuals feel valucs 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 challcngmg and they need to change their style to fit- '
mto changmg situations.

Weinrich and Koontz have stated the ingredients of leadership as follows: B

 (a) The ability to use power effectivcly and in a resb,onsible manner

(b)  The ability t~ .omprehend that haman beings have different motivating forces
at different times and in different situations,

(c) The ability to ins.pire and

(d)  The ability to act in a manner that will dcveiop aclimatc conducwa 0 responding
to cvolving motl\:atlons
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Librarian or 0thcrprofcssionals at managerial level must develop the leadership
qualities and Iead all the staffto achieve the objectives successfully.

4.2.5 Leadership Styies

Leaders have been observed applying three basic styles - autocratic, democratic and
free-rein. The Autocratic leader was defined as one who commands and ckpccts compliancé,
" 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 éonsult_s with subordinates on proposed
actions and decisions and encourages participation from themi. 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 Lai.ssez'fm're., uses his or ‘her
power very little, if at all, giving subordinates a high degree of independence or free hand in
their operations. Such leader depends highly on subordinates to set their own goals and means

of achieving them and they see their role as one of aiding the operations of followers by - -

furnishing them information and acting primarily as contact with the groups external i
environment. = '

: AUTOCRATIC
e LEADER

!

Tollower ' Follower - Follower

DEMOCRATIC
OR '
PARTICIPATIVE
LEADER "~

Yollower | &—>» Follower |, eg&——5 I'-'n!lower

N

§ FREE-REN |
A7 " LEADER . A

. J ™ .
o ya A . N
N s | N\ /]
' e : ' N :
AV ' i : N/
Follower FFollower | | Foliower

Fig.l THE FLOW QF INFLUENCE WITH THREL LEADERSHIP §TYLES.
Source - Koontz and O'Nosnel. Essentials of Management.
4th ed. Now vork 1 MeGraw-Hill 1988 P40l N
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Stoner and Freeman have catcgorised\leadcrship 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 satisfactorily. Getting the job is more important

than the emplovees’ growth and personal satisfaction. The managers of the sccond category

motivate subordinates rather than control. They seek friendly, irusting and respectful relationship
with employees. The managcr leads his subordinatcs, mﬂuenced by his backgroumd know]edge
Values cultaral background and experience.

4, 3 COMPONENTS OF LEADERSHIP

There are several concepts and approaches concerned to leaderahrp Some of them
are stated brleﬂy for your bmcﬁt : '

4 3 1 Tralt Approach to Leddershlp
ITralt mean_s distinct quahty- or fea_ture. Earlier aftﬁnpts ‘were made 1o identify .'the

traits that a Joader possesses. The “Greatman” theory states that leaders are born and not made
and researchers _m_zidc an attémpt to identify the physical, mental and personali' y traits.

_ Ralph Stogdl]l found that various researchers‘ havc idmtlﬁcd spemﬁc t alts related to -
g leadersmp ab111ty 'ﬂley are - o

a) Five .physical traits (such as energy, appearance, height):
b Four mtx,lhgence and ability trzuts

c)  Sixteen pcrsonallty traits (such as adaptablhty, aggresswr‘ness enthusiasrﬁ,
and sclf-confidence) : _

~d) . Sixtask related characterlstlcs (such as achlevement drwe p' rsistence and
. Initiative) - F

¢} - Nine social characterlsttcs (such as coopcratlveness inger personal skills a.nd

" administrative ablllty)

Rccently, some management studles have identificd the key traits of Iccldershlp The\ -

are - drive (including achievement, motivation, energy, ambition, initiative Lmd tenacity);
honesty; integrity; self conﬁdencc., {including emotmna] stablhty) 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 U_se'of Authc’)rity

Leadersh:p styles have been classified on the basis of use of authority. They are -
autocratic, ‘democratic, and free-rein. _




a) Amlf)c?anc feadershrp Leader commdnds and expccts com pllence mn posmve
' and dogmatic manner.

.b) Democratic leadership. This is also known as Participative leadership. The:
leader consults with subordinates on proposed actions and demsmns and -
encourages p’trtmnpatlon from them.

c) Free-rein !eadersh.in: ‘The -leader uses very little power. High dégree of
tndependence is given in their operations. They depend largely on subordinates,

The styles are shown comparatively in the following chart:

Authoritarian

Democratic

Laissez-faire

All determination .
of policy by the
leader '

2) Techniques and
©activities dicta-
ted by leader

3) - Leader dictated
individual job
task and work
= comipanion of each
ndividual

-4) Leader was

" personal in praise -

and criticism of
~group work. Tended
to remain aloof:

All policiesa
matter of grotip

"discussion

Activities arrived
at during group.
discussions. Altc-
rnatives suggested
by the leader”

Members were free
to work with whom-
ever they choose. '
Division of task -
left upto the‘_group _

Leader wa objective
i praise and eriti-
cism.and tended to

be a member of
‘group.

Complete freedom for
group or individyal
decisions

Materials supplied
by the leaders, who
wouM.pfovide infor-
mation il asked. -

Complete non-parti--
cipation of leader

tnfrequent comments
on member activi-
ties. No attempt to

regulate the group.'

Source:l Misshauk, Michael J. Maragement. Theory and Practice. p.] 86.

4.3.7 Manageméﬁt Grid

The Management Grid Theory is one of the most popular among the leadership théories.
~Robert Blake and Jane Mouton draveloped this theo:y in [978. Tt measures manager’s relative
. concern for people and tasks. Management Grid is a two-dimensional matrix. The two
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dimensions on the 9x9 grid are labelled as concem for peaple’ and concern for production’.
According to this theory Improwsed performance 1s possible only when orientation ts tound
‘towards both peaple and for tasks. Using the grid Blake and Mouton described f‘ e basic

leadership styles. The numbers that preface each of the five styles of manageraent descrlbe
where the style would fit on the grid. For example |

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

respomlbllaty to see 1hat the work is q,ompleted He is called a “Task- Management
Leader’. : :

%]

among
subordinates. He ts called ‘Country C]ub Manager

3'. The (1,1} leader is concerned with nelther productlon nor people. He is called as
: ‘Improverish Managemeiit Leader’.

4. . Fl1e (5.5) leadership style reﬂec.ts amiddleg g:round posmon He attempts to balance and

- strike'a complonnse between high production and employee qatlsfacﬁon

5.7 - The(9.9) leader is concemed abiout the task and the people. This posntlon indicates the
maximum concern for bath outputand people. He is called a “Feam Management Leader’.
9 Countryc_hlb S " Team |
* Management o Management
S S S ' 9.9
A
28]
.|
a.
36
ja
2 5 L _
Q- Dampended Pendulum
Z 4 _ (Middle-of-thé-road)
7 - {(5.5)
O
Z b =
S 2
2 Impoverished C Task Management
Managemet _ 9.
[ (L -
_ 1 i | | 1 ! P & 0
O -1 23 4 5 6 7 8 9

CONC ERN ¥0R PRODUCTION
F muc 2: Mfumﬁement (Jr:d
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The (1, 9) leadership 5tyle indicates the high concern for people and low coricern for
production. The leader 5 ll‘ldjOl‘ responsibility 1s to establlsh harmonious relationship -



e

Blake and Motton used th:s method:’analvsns to identify the specific leadership styie. Once *he
style of a partlcular leader is understood by the individual managers, it is posstble for them to

' attempt to chcmge or. modlfy thcnr style in future situations.

4.3.‘4 Likerts Four Systéms of Management- _

Rensis Likert and his associates at Mlchgan have mpplled the patterns and sty[es of

leaders ad managers for three decades

~ In the course of these researches Likert has deve!oped certam ideas and approaches
lmportantto uncltrstandmg leadership behavior. Since it appeals to human motivations. Likert
vicws are considered to be as the most effective way fo 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 common needs, values, aspirations, goals, and expectations).:

Likert has pointed four Systems of Management

System |

Expleitive-autherilative

System 2

Benevolent-authoritative

Syslém 3

‘Consultative

System 4

Participative

Managers are highly
autocratic. -

Managers have
patronising conlidence
in subordinates

These managers have
substuntial but not

complete confidence and

trust in sub-ordinates.

These managers

have complcte
confidence and

trust in subordinates.

2, Litte trust in Trust subsrdinates Make use of ideas and Make constructive
suburdinates. opinions of subordinates, use of subordinates idea
' : and opinions.
3. Motivate peaple through  Motivate with rewards, Use rewards for motivation . We reward for
fear & punishment. some fear & punishment. “with oceasssional putishment  motivation with
' ’ and some participation. accassional
punishment and
some participation.
4. . QOccassional rewards, Rewards are cosmmon. Rewarils arc given Economic rewards
T ' arc given on the basis
of participation and
invelvemeni,
5. Engage downward Permit some upward Engage in communication Fngage in commu-
communication communication & opinions flow both down and up. nication flow hoth
:  down and up. J
)
6. Limit decision making  Solicit some ideas and - Make broad policy and general Encourage decision

*to the top.

opinions from subordi-
nates but with close
policy contral. Allow
some delegation of
decision making.

decisions at the top, allowing
specific decisions to be made

at lower levels,

making throughont
the organtsation and
operate among themselves
and,_with their
subérdipatcs as a oroup.

_ Likert saw System 4 management as most pa: ticipative of alt and reierred to lt as pdrlam patwe
_group” : .




|
In general Likert found that those managers who applied the sysiem 4 appoach to
their operations had great success as Leaders. More over he noted that departments and
colmpanies inanagcd by system 4 were most effective n setting goals and- achigving 'ri'p-em
‘and were generally more productive. The success is mainly based on the degree of partidipation
and the extent to involvement from the subordinates.

4.4 MANAGEMENT BY OBJECTIVE (MBO)

Objccti\/es for organisation and individuals are set and effort is made by both managers
and subordinates to reach the goals by using management skills. The management of"
organisation is'set to successfitlly achieve the stated set of objectives. Therefore, this concept
s known as Management by Objectives (MBO), '

Peter Drucker had first professed this concept in his book eatitled, The Pradiice of
AManagemem (1954). The objectives for organisation are set periodically (or annually) and the
individual performance goals are set for émployees. The individual goals are set based on the
organisational objectives. The management and the individuals make an effort to achieve the
empicyees’ goals by which the organisational goals are automatically achieved. These goals
or 'objecti\fcs' are communicated to all the levels of personnel to epable them to know and _
achieve them successfully. ' '

The specific MBO applications reveal the major advantages such as imgroved
communication, increase in mutual understanding of mutual problems, better coordination of
‘plans, improvement in attitudes regarding evaluation process, better use of all managerial

abilities and increase in innovation and creativity. MBO isa powerful management tool which
~ can be applied'to all basic functions of management like planning, organising, directing, ‘and
controlling. ' ' '

4.4.1 Definitions

Weihrich and Koontz defined MBO as a comprehensive managerial systen that-
Integrates many key managerial activities in a systematic manner that is consciously directed
toward the cffective and efficient achievement of organisational and individual objectives.

According to George Odiorne, “the superior and the subordinate managers of an
organisation jointly define its common goals and define each iﬁdividua]s.major argas of
responsibility in terms of the results expected of him and use these measures as guides for
operating the unit and assessing the contribution of each of its-members”. MBQ is not ajmere
set of rules, a series of procedures or even a set of methods of managing. '

_ Stoner and Freeman explain that MBO refersto a formal or moderately formal, set of
procedures that begins with goal setting and continues through performance review. Managers
“and their subordinates act together to ‘set common goals. Each person’s major areas of
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responsibility are cleaf]y defined in terms of measurable expected results or objectives used
by subordmates in planning their work, and by both subordinates and supei iors for momtormg

progress.

>

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

{)

2)

The characteristics steps involved in app’lying MBO are as follows :

Long-range Planning: Ob_]eLlIVCS are set for mdnagerla[ positions. Importance is given
to objective setting in MBO because, a broad frame work of Library’s Objectives for

- the next few years, gives a scnse of Corporate purpose which mininiises the narrow self

interests of each section. It provides a critefion for judging the worthwhileness of short

- term actions and ensures coordination betwecn the shmt teun actions and long term
goals.

Objective setting in MBO is characterised by two important  features.
a) Joint objective setting: It involves all levels - the superiors and sub-ordinates.

b L inkif:g up objectives: MBO takes into accoimt the fact that the work of every section
is likely to be connected with that of other sections. The objectives of high priority of -

one section may necessarily need the cooperation ol another. By taking into account

the Imks that exist among different c;u,tmm MBO ensures enormous progress towards
the goals,

Key Result Analysis

The policies, means of control, and suggestions for improvement. are also taken note of -
in key result analysis. MBO stresses a great deal of quantifications.

3) Mandgement guide

in this step, the cutcome of the steps mentioned, abovc are dor.umc,nted and 1Pmrded

undel the Tollowuw Iluad:nus

a}  Over all objectives

b)  Objectives of sections

¢) policies related to tasks

d) ' kev tasks

¢) Level of performance

) Cpntyol data

g} Suggestions for inl;')rol\.rcnwm.
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4 Orgoni ization Srruc fure

In this step-organization Structure takes the form of a chart showmg prlmarll} the
allocation of man- power against the duties and responsibilities pertaining to their tasks.
An orgamsatlonal structure that gives maximum freedom and ﬂe‘ubllitﬁn operatlon is
developed.

3)  Management Information System (MIS)

- MIS is a communication system for providing information to aid the.hjead of Library
and section heads to help decision making. An effective comm unication
established.

gystem is to be

6)  Performance Review

This step involves reporting the progress to the manaocrs D'unng this appraisal Of review
. of prouress alteration or updation of objectives is possible.

7} Newjob improvement plan

As a resutt of performance review, a job lmp:ovemem plan may originate. A fresh plan
is drawn up for the next perlod The new job tmprovement plan makes|a measurable
contribution to the section plan and librasy’s phn towards better pér '
formance. |

8 Training Program

" In this step manpower training programies are developed for the employees and may
be provided with opportunity to par ticipate in p:oﬂlanu%;le surch as shorl lelm courses,
ref 1eshel courses, organised by other institutions.

9 ‘Review of Performance

The processes of review and control by the section heads and Librarian continues.-
. Periodically the Library committee reviews the performance of the library and assesses
the progress towards achievement of objectives and resets the targets if necessary. | .

Thus, the requirements of an effective MBO applications may be ]istelF as follows:

D Involvement of top level management
2) Participation of subordinates
3) - Delegation of Authority '

“4.4.3 Benefits of MBC

Itis not a philosophy ofmanagemem but alsoa systun wh]ch aims at ldentlfyuw ob]ecm esof
individuals with the Oh_]CCtIVCS of the organization. thn applied Jystemdtu,a]l} it leads to~ .~
follmﬂmg ﬁdvantaﬂes




L I . O

1) ']mprovement in management or resu[tmﬂ in cff'cuent and cffect ive services.

2) lmp1 oved communications N

33 Encouragement of the staffto committ to théir gouls
"+ 4) Development of effective controls through effective planning.

Every library. as an organisation strives to achieve thc objectives. The objectives are
‘end-points. The activities are planned to enable to achieve the objectives. At the end of a
specified perlod there is a nccd to examine and cvaluate whether the objectives have been

achieved or hot.

The top management' or high level -management sets the goals of organisation. MBO
proposes to set aind clarify the specific roles of the managers and the employees, who are
responsible in achieving the goals. It also sets the objectives to subordmates These goals can
he set to all the employees. They can be qualitative and quantttatwe

Ab there 1s uwolvement of people at all fevels in setting the goals, there is every

_ possﬂ:nhh of achieving the. goals and contributes hetter management. The employees commiit

them selves to their goals and develop effective coni-ol. Therefore, MBO had gamed popularlty
This concept supports the effective management. -

4.5 DECISION MAKING PROCESS

Decision making is the selection of a course of action from among alternatives to
achieve a specnf’c objective or to solve a specific problem It is a process and the outcome or -

product of such process is decision.

~ According to Peter Drucker, “Decision- making is onfy one of tlie tasks of an executive.

It ‘usually takes a small fractlon of his time. - But to make decisions is the specn‘"t. executive

task”:
Prof. Herbert Simon emphaq[sed its importasice as “a post or p051t10n camnot 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 ofdemsmns made, dctermme his effectiveness as
a manager, '

Decision makmg is the core of planning. Accordingly, decision- makang is essentially
artificial § process that involve the selection of a particular course of actlon Jrorz among the
alter: natwes available, to aclneve a pre- determme(‘ objective.

The admmista ation of modern organ izations and uiterpr ises has become an enorm ously
complex exercise. There has been an increasing tenuenuy fo fuin to quantltatlve techmques
and modcl:, as a potential means of solvmg many ofthe prot: ,‘ams

Managers sometimes see decision making as thur central Job because they must
constantly choose what is to be done who is to do it, when where and occasionally how it will
be dom,

oy
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45 Rational Décision Making

. what is a rational decision ? Rational decision is attempting to reach some goal that.

a-lslo a pdrt of ~

Decision makmg is however only one step hIS plarmlng and it
ever yone ’s daily. Ilvmg - ‘

B

. _ The core planning is really decision making. Pecision maki'n"g must fbe'rat'_iona'i. But

attained without action The managers shnuld have a clear understandmg of alternati #

.by whlch a goal can be reached under exrstlng c:trcumstanees and llmltatlons :

The decisions taken do not guarantee always that they are right deeisi ns. Arthe same

-time the rational, inteiligent and systematic approach are more likely to be high qua! ity solutions/

decnslons and getting the most satisfactory or best solution. Stoner and Freeman had suﬂgested
'four ma_}or stages for a ratlonal model of deClSIOI‘I maklng They are’ '

. ; ' [
!) Invec.trgate the situation: In thlS state the pmblem has to be anounced angd defined. Aﬁer

-defining the problem, the objectives for decision” maklng has he speit out, Diagnosis of the-
- coutse has to. be made. ° : S , S

-2 Develop alternanves “The alternatwes whlch are Ilkely to solve the prob ems have to be
“identified. Tie managers with the:r expenenee knowledge and expostire can also look for
. creative alternatwes ' S o

" 3) Evaluate the alrerrnatives and 5elect the best one: Every alternative solution needs to be
"examined and evaluated. Tt is necessary to- examine each.one; , whether it is fea
give: satlsfactory solution. How does each alternatlve effect on the orgams

ible and does it
ipn‘._"Seiect the

best possnble and feasnble alternatwe

4 )'Impfemenr and m’onflar the decis ion: Once the altérnative is selected, there Js a need to:plan
thie implementation of this alternafive. The’ plans wilt help in proper and suecessful imple-

_ mentation. The implementation also needs to be rnomtored for pmnned |mp1ementat10n and
' successful resulls/outcome
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To develop the alternatives is very important and the staff may be associated in '
developing such alternatives. Even the “principle of Iinﬁting 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 and selection of alternatives will contrib-
ute in achievement of goals. The quantitative and qualitative factors (both) have to be laken .
into consideration. Quantitative includes measurement in numerical terms and qualitative
includes the labour relations, rise of technological change etc. Even the concept of ‘marginal

analysis’ also can be applied. It is comparing the additional reveénues arising from additional
COStS. :

For selecting alternative the approache<; used are - a) experlence b) experlmentatmn
and ¢} reseaich and d]“ldIyS[S : :

‘Experimentation

1

Reliance on > How 1o select ' ' > Choice

the past - from among _ "~ made

alternatives?

Research
“and.
- analysis

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

4.5.2 Problem Analysis
The need for decision making is to solve the probfems Thercfore, to make the decisions,

help in ldentlﬁcanon of alternatives and selection of right alternatives. T he fo]lowmg points
help to analyse the ptoblems
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Standard perfcn mance 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 and also to examine
who get effected due to this deviation, ‘

i

The relevant causes that took place due to the causes of the problems neéd to be
analysed. As all the data and information is available due to all these steps, the necgssary
cory ectmns could be made or necessdly and appropriate d(.,C]SIOI‘lS may be made.

4. 5.; Problem Solving

Problem solving depends upon mal\mur right dec:smns Rwhl decisions or successful
decision making is not an easy job. That is the reason the managers are considered successful
only when they are quccessful as demsnon makers. The success of decision making depends
upoh '

a) Information availuble: The relevart, factual, complete and uptodate information is essential.
The source of information is also’ important.

b) Environment: The environment or under which conditions the decisions are taken, is very
importtant. Here environment includes pressure, emotion, time, people, etc. I there is pressure
or lack of time the decisions are ]ikc!y to be poor and get effected on problem 'sol'ving.

c) Planning: Proper planning is required to make the successful deCISlom to-enable to solve

the problem. Other people who are associated with the work may be involved in plannit 5and
decision making, :

" Problem Solv‘img Versus Decisiu‘n Making

It is a fact thal decision making is done to solve the problem. But is decision making
~ and, problem solving the same ? It is really an important aspect that has to be {ake1 into
consideration: : '

- George Huber had differentiated between prablem solving and decision making. in

this process as well as to assist and clarify the differéntiation the following work flow ¢ nart is

being drawin with five stages:

Problem finding (of) Identifying, Generating

determining the : defining and -alternative

existing problem diagnosing " solutions

(1) 2) (3)
~Implementing IEva]ua.tion and
the chosen choosing of
solution alternative
(5) "1 solution




- Huber had identifred the three following types of actions from the above work flow
chart: ' ' -

(a) Decision making: This induces the steps flom 2t0 4. In thls type only decisions are made
but the unplunentdtlon 18 nof considered as one of the jobs of managers. Therefore, the result , -
or outcome is not known o decision maker.

(b) Probiem solvimg: This involves the steps 2 to 5. which includes not only 1dent|f"ca11on 0[
problem but also to correct the problem by 1mplemu1tatmﬂ the course of action.

(¢} Choice making: This include only step 4. The backgaround work is doné*-'-‘by same one and
the dectsion makcr takes the decision on the basis of the information made available.

The manager’s role c;hou]d rot be elthel L]'IOICE mdl~. ror 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, impact
and intensity. They are. ' - ' '

ay Busic: This type OF([LL!QEL“? i @ unique decision. which will have a long term ef{‘wi and

which may need large investient - Any stight mistake in these ¢ decisions would seriousy effect

the w DII\lIIU ofthe OIU(H'!I‘\K:].UUH i /E : 5L|Lu.¥()u of cat 1I\)"Llli]” chde \'JI CIdSNI!!LdUOH \rJ]emc ar
location of a [thravy.

b} Sirategic: These decisions will have impact on basic oblu.‘uw::. and polluus These decisions
find out the best method or ways and eans in the changing situation. It may include the
decisions that are associated with productivity reor uclmsamw Ina library situation. to attract
More users. lhe activities like oral review pl ogrammes may be or uamscd

¢) Routine: These decisions are repetitive and needs little thoughi. These decisions need less
“thought and are based on procedures and policies oftha libr ary. l*g Issue of boaks renewal of
books, issue of a journal. '

d) Programmed: These decisions are made on the basis of either writtén or unwritten policies,
procedures or rules. The decisions are already indicated and made at the organisation fevel,
less frecdom is given to the manager. The manager nced not think for a long and are
uncompllcmed These arc also based on standard nrocedurces. Eb meu the salary 10 a new
employee, giving annuai increment to the staff. .
e) Non-progranuned. These decisions are to be taken to solve the unexpected and non- rouune
probleims.“These pmblcms may need special treatment and the manager has to analyse, use his

knowledge and experience in decision making. Judgement, creativity and rules shall alsohelp 1
decision maker.



A) Administrative decisions: The decisions concérned with ‘SULICILH’[]]U the persorne];
performance, workﬂou etc come undel this category. '

ORGANIZATIONAL - o NATURE OF NATURE OF

LEVELS - "~ PROBLEMS DECISIGN MAKING
& <=— Highest level i - . . Now
L " B
3 L b - Unstructured . . programmed
> \ ‘ decisions
& ;
& L
& N\, < Lowest .
_D N level Structured _t Programmed
' : ' decisions

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

.

v

The decision taken may provnde varied resultb The results or outcome mal be

cateﬂorised as follows:

) _Certazm[y lhe managers have accurate information about the Uuutcome of various
' alter11atm=s under consideration. o

i) Risk: T.he'maliagcrs are aware of the possibility of a particular decision, which leads
to a desired outcome. ' '

1) " Uncertginity: The outcome of the decisions are unceftain ‘and litLle known. This is

- due to lack ofmformatlon and the prevailing conditions under which the decisions are

taken ’ -

4.6 LET US SU.M up

In this unit, meaning y and def'mtlon of leadershlp nad been discussed. The qualjties

-

diuracnm nsof 2 lea




Few mncept‘; related to the Ieddu ship had also been dtscusscd The tr'ul theow _
discusses the certain traits required, fora leader. Few researchcrs have ident: fied the traits ofa’
leader, but no leader has all these traits. Thereforc, this theory helps as a g,ndchne to ldentlfy _
the lua.del EERE P

On the basis of use of author lty th(. leadcrslnp styles have heen :dentlf'ed mto'
autocratic, democratic and’ free-rein. ' : ' o

Success of any organisation depends upon achieving the objectives. Therefore, the
. objectives at organisational level and individual level are identified by both managers and
subordinates. Individuals take respomlhlhty to achieve their objectives and in turn they help
to achieve the organisational objectives. This apploach to management is based on objectwes |
and therefore, it is known as MBO. ‘ o ' '

‘Decision making is a regular and routine activity. The decisions are taken at various
levels. These decisions are different tvpes “Fhe decision mftkmﬂr is also discussed | in detail.
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"5 1 INTRODUCTION

- ‘understand the concept of planmng

5.2' P,ILANN;ING

! _5;2._1_ D‘efinit_ien

- process ‘of management. It is-also a vital management function.” Further, it hel .
‘the people and resources. In srmple terms - itisan mstrument u‘;ed for. achlew 8! the decrred
.goa]s - L o - . .

' library and 1nf0rmat10n enwronment In the earller units of thls block we h ve dlscussed .

some of the

__/ )

conceptsftheorlcs and functlens ofmanagement wlnch w1|| prowdc you ackground to.

ehe b _:

As all other managertal functlens, such’ as, orgamsmg, stafﬁng, dlrectmg, coordr-

_nating; budgetmg, etc contribute. to the advancement of objectives; planning. loglcally pre-
- cedes all of them and hence is discussed in detail in this unit. . Detaiis include- need for
planning, definition, types steps and techniques. of planning.. Perhaps ‘the ke pOSltlon and
_ importance ,of this unit, can be better understood and appreciated: ‘When yob
- blocks, like Management of ]nformatlon Systems and: Financial-Resource and Human Re-
_ source Management and their respectwe units. Asnmlanty in the Planmng |ppr0ach vis-.
~ a-vis Systems Analysis and Design will be ewdent to you. I’ ‘other’ words;" the - toplc of '

study other

“Planning” discussed in this unit - would fac:lltate iR the understandmg of the concepts
dlscussed in the other blocks/unlts o by g - R '

_",.'.rlnc'),nth or few

current sntuatlon towarcls a future goal

Planmng is concerned essentially with- two aspects 1) settlng the. i _htmgoals and
11) choosmg the rlght means- for attaining those goals: These! two aspects: dre ‘vital:fo:the -
s to organise

Tt isa task or activity that is requ1red on-a contmuous bas:s for the' management of -
all orgamsatlons 1nclud1ng library and information” systems It is an ongoing' basic man-

‘agement activity that is shared in varying degrees by all - levels of management: It isa
s locomotwe that dri ves atrain of orgamsmg, leadmg and mntrollmg aetmtles (8 toner, i 992)

g

Essentlally, planmng is. concerned WIth the future It prowdes aclea idea of what

needs to be organised as well as - indicates the ‘sense, of direction: When-oe plans, one
- attempts to sketch out the uungs that will, might, or must: happen to. proceed from a given -
: pomt to a degired point. [n other words as Koontz el al (]980) put 1t

... Planning is decldmg in advance what to do how to do it; when o do it, and who
istodo it. Planning may also be said 10 bridge the gap from where we are to
where we want to go It contributes to the accompllshment of thlngs_

ev'ing“from'_a o



Although the exact: future can: seldom be predwted and factors beyoncl control
may interfere with the best-laid plans unless there is. planmng, events are left to
. ~.chance, planning is-anintellectually: demanding process; it lequrres the .conscious
" determination of courses of actlon and the: basmg of decrsrons on purpose knowledge _
. -and consrdered estimates”. : :

Taylor and Sparkes deﬁned planmng as an analytlcal processrnvolvmg four steps ay
Assessment of future, (b} Determination of desired objectives in the context of firture, (c) -
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 takmg the
orgamsatron to desired state in a given period of time; by setting-itona predetermined course
- of action. This process is relevant even to LICs. It:is necessary to remember that planning is
. not only the most basic fiinction, but it is also a delicate, complicated, time-consuming
" rocess. It needs foresight;: knowledge in relevant fi eldsfsub_]eots and exposure to environment

and teohnology : :

' o P It T e meir el _-"_,‘

S Many hbrary professronals experrenee aeertaln resent-men__ at’the mtrusron of
psanmng on their traditional and more intuiitive .style . of management. 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 experienced among the: professronals say that planning .approach is only a way
of writing - down intentions which enforces’ clarifica-tion of the mind and quantifying. mten—_ _
tions and makes one face reality better. The right answer to the question why we need -
plannmg in Lle‘?’ is:to. lmprove the. servlces to;the users.. PR :

Another feature that needs to be recognlsed is that planmng is an on-going process '

whlch is cyclic in;nature. To kéep the intentions. in:line-with changes in environment, one

- must con- stantly review the prevrous actions and ‘relate them to-the objectives, policies
and programmes, if necessary modify them accordingly. This constant recycling of initentions,
results -and new.intentions is.called-: -the -planning. .cycle.(Wilson ]978) ~and. the dlfferent

: eycles varym the- levels ofdatalnput and plannmg acnvlty ' R R UR TILRIRE

Plannmg also has been descrlbed as. nsk-takrng lt ls radical,in the most b'asie '
_sense of the term :  going back 1o lhe root- of the matter. The p]anmng group begms by

“defining the role of the library in its oommumty and the llbrary S goals objectives, .and - -

_strategies are rooted in this ‘decision... The planning process itself is |nev1tably polltlcal _
1nvolvmg as it does the welghmg of the neecls of various. 1nterest groups (Palmour:et al,.
1980). " ’ : R -

" But, for plannmg to be suceessful the el1mate within the library or system miust be
hospitable both from . the staff and clientele. Therefore, it is essential in planning that llbrary :
-and information science professmnals look forward to the future needs’ of their clientele’in
the context of changing environment in tnformatlon storage and retrleval It may be useful
to look into the advantages of planmng : - :

5 2. 2 Advantages of Plannmg
The advantages of planmng are obvrous It can be observed here that w1thout _

. -planning most libraries will remain poorly orgamsed and |Il equrpped to meet their objec-
' tlves of servrce to users. : :

~



.

yid g lﬁ*faclhtatese cofitreland: coordmatlon of hbrary act’lvlties!programs i

Planmng helps to dra ;1 f'r&%mmallyw
plan is capable of efficient, effectwe or enhanced use of ﬁnancml FeSOUrces.

coordmanon cooperatlon f" nanees - and manpower. "Someumay argue‘ that it is! possuble to“
develop a ]lbrary or mformatlon system eas;ly, but to do 80 w1thout plavmmg Ieads

ionals and’




ob]e‘ctlves 1n brtef ‘these »p]ans are«destghecl t@ meet orgamsatfon CE bi‘oad goals: »Strategnc

b Sitrategie) planmng has alsg; been dq_ ned-as; both an: mtelle&tual exercise and a -
. process that concentrates resources. in areas that anticipate the future;. Bryson defines
| “Strategic Planning as a disciplined effort to produce fundamental decisions and actions that
i T \ ah&pﬁral‘ld guiderwhat.an orgapisation:is; what-‘,-.does and. why:itdogs i 1 is said that the .
X strategic thinker contemplates the future, and determines;.and. implements those actions
that will bring the greatest return from avallablea_resources Keller has identified six features

" that d:stmgumh sirategic planning; from;systems analysls incremenitalism; ;managem“ent science,

long-range planning, etc — it is active than passive; it looks outwards rather than inward; it is
-competitivesit; foguses, on: decnsmnsil ather; than plans;;: goal «analys;e;s or-forecasts;’ it is
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Strategrc plannmg is conducted at. the, htghest levetsr of management an
exclusnvely to decisions:in:those levels:.. ]t usual]y covers a iarge -range period;; by
-times may cover only" a very short perrod In-terms of evaluatton results - of
s plannmg may | become evrdent only: a&er a number of years -

_ 5 3 2 Operatlonal Plannmg : P ;.:_:_':;; -

Operatronal plannmg also called tacttcal planmng and itis: concerned wnth

i relates
it some-

strategic .

trategieS' .o

! 'ta'rget

inforination servige,
techniques, matenals procedures strategic plans, rules; people, capital, and fac

B facilitate the flow of interrelated events ina patticulas function The emphasis at this
: on people - on gettmg things done through people ¢ Atherton 1977)

'-.‘.paratwely complete sets ‘of - programme assodiated wnth thie: ongomg adrnmlstratlon of ‘the
is; actually, the: lmktng of orgamsatlonal ‘components “— that s, -

Hd¢om-..

ifities to’
5 level is

At the, tact1ca]/0peratlonal Ievel knowledge is. needed about the pract1cal t.alskls','an'd :

 their effectlveness 80 as to be able to offer services.: The. various Itbrary operati
routme actmnes that fit in this. level are : R AU

'i) \ ."“In-theSelect'ion-procedure of 'a']i'lir'étjry"‘-' ERRE

- toselsct the approprlate documents s
to determme the trends in document usage

' 2} ;;In the acquts:tton procedure of a ltbrary

: ?_ o determme acqutsllron of books
- to caiculate the acqursntlon rates _

3) In t_he circuiation_‘act_ivity ofa library

e o ~:f‘ to determme the loan polley : :
' e to decrde the rules for mter—llbrary borrowmg

4) - In the storage and mamtenance functton of a Ilbrary
. E to dec]de the procedure for shelf readmg

- - to determine the-weeding procedilre.
= tostudy Ilbr_ary_ document losses .. .- - -

ons and




-~ In the inforlnation trensfer_and dissemmatlon unction -

- to determme user needs , :
- fer marketing and advertising l!brary servnees
- toassess the performanee of services e

6y !n the personnel management area of a hbrary | r i
_ -- to plan stafﬁng

-~ tomotivate personnel L

- to prowde training and in development of personnel;_ e

7) «In the ﬁnaneial .management of LICs

- forfesource allocation. -

In other worde,_tactical!op_er_ationa_l-'_planni'n'g_i_s'_rlon_e prin- . -

01pally from a functlonal point of view, whereas strateglc p]anmn g is done from a corpo- -
. rate’point of view (Louis & Seetnarama) -

54 PHASES / STEPS IN PLANNING

i

Plannmg, as ment:oned earller isa contmuous process wnh a'number of' steps. These
steps are repeated in subsequent steps. also While tlie steps may appear to be rigidly ordered
with po flexibility whatsoever, it may be pointed out that the suggested sequence is mot:
mandatory. But allthe steps are essential though the sequence may be changed to meet with
specific constraints, pOSSIblhlleS and requtrements of the specific library or informatior
centre concetned. The steps can be drscussed in relation to two phasés — Pre-plaani mg Phase
and Plannmg Phas¢ Proper ‘ : '

1.) P’re—p]anning Phase

s Pre planmng mformatlon collectlon = : .
- Assessing library needs and environment in wich the LIC is workmg
- Evaluatmg current llbrary servrces and resources -

2y P]annmg Phase Proper

- Determmmg the role of the LIC
- - Setting goals, objle,ctwes and prxorities
- . Developing and evaluating strategles
- *-Implementing sifhtegies :
e Momtorjng andtg,valuatmg progress

81
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5 4 1 Pre-Planmng Phase
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At the Pre- plannmg phasefit the»estabhsshm‘erﬁlof aleG 2it s, essentla] that 3

“feasibility study should be undertaken to’ examlne the techmcal v1ab1hty Some

to be cov~ered ina feasrblhty study drb 40 8

Potentlal cllentele' ;

*' Total information flow

o .Curr'éir‘i-ﬁeirtsrsﬁﬁ Ré‘s@‘urc’e%ﬂaﬁd Sewﬁces’f(iﬁap‘pheahlm) o3 ; o

(1) Study of Potentlal Cllentele S ERLe 3f1’1f‘5-“" AT e ot o

_ One of the most tmportant aspects ina feasrbi htyﬂétudyus t@!study the
needs of potentla] users of the LIC Thrs would mvolve coliectlon of mform

of the facets

s

{5
information
ation on the .
itantk - needs.

- Sucha study would facmtate decrsmn makmg in relatlon to the type of cellectlcn to be built )

: \14 ._.'

and the mformatlon serwces 10 be oeSIgned to meet w1th user s needs mdrvrdu-al]y and
5 4 b o

coil theTy o

In'_t.ttutmnal Ckaractenstrcs. o

F)Q )

rganlsatioﬁ n/pri h ald i i R f SWekd il

B "Statements answenng the qt ,suoﬁ h‘iaﬁ,/ be fonid i
' such as memorandum  of association, character ‘of 'né dﬁitit)

‘poljcy statement etc. :
) i‘i!rﬁ i i ;

sewed and of the organlsatlo;rﬁas a whole could;begm by acqulrlog background i

(the follow- '
5 ;Ji i «q' ko

d%dtim nts -

. [ iy
faEld s

) - What are the fields of actrvrty_and scope of each discernible ad

-_«g u\L{ R

hiw g 1

iy

'_Suchihfor’m ion 8 uéﬁéﬂ““i‘v
o and fun'ction'al c-harts. ' .
286 7 Sdru g

twity of the ‘

el m“son‘re “1htehtél?“H’b@ﬁm%hts,_“or'ganiséltional N

i

' 3} What lnformanon do they use. or need in ortler tn perform efflclently thelr .

: respectlve tasks ?

éte. “of potential users, .

| KT :Where do .tlre:y.'nowget the i_nl'orn_tﬁ_tion‘ o

< ete.

téW1bws qu estionnaires,

) ‘Such informz}tionm'ay have to be gathered throtig'h inte'r:-v:iews: q'ue'stionhai'res,




5) _Through. what channe_ls_an(f média do they now get the: information 7

lntormatlon onthe charme 8 ancl mpd_;a may. W\;g ;
* observation of information oW pattems stu(fy of or ganlsatlona] charts,
._f__l‘:llt!e‘_r\f [ wng and questhunalre SUFYEY.Q ef the poteutlagl IS o

: T G IR, e E
6y Isthe mfonnanon avallable adequate tune]y, Teliableand accessible at -
-
reasonable CQSt v 5 b Iserster o o aegy T

: ‘(Slggh_}}!}et‘o’x_gnatipn has to be obtained | yspr\;cy, throu interviews and

'}‘,';.ffjf',p,l LA ,‘:f" ! FE
guestionnalres..
sstngs lsnng L D dtide Sibe sobinsin 0

I's there : among the users an interest in or awareness of the v ue ofmformatlon
and.of an lnformation centre ?

o . » T ry
SR EATIRYGG ol i T PNYIH R i ”HH[)\)“;; RO elmnn .,; '

& Can lhc e:usnn mformatlou cenfr ;@ -befter.information
g i i % R S Y ] -
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serv:ueq or a new lL needed ?

TIS ISTAGEW AL SFRIRTD

Tis, of course..is th ‘;ta n ot fi an St
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: (B sleonib eiseue f:,' S0V
(b} User Groups: :

O Cpoitniesi o pl J”“?;i;-b“ fORERTOTHET 418 1eai :
The next step would be to ldentlfy more specifically the poténtial user groups. This

inav e done ¢ pi] 1, ihe basis 9 J,EE'JIE",WQM s qu(egtlon;}a,lms, study of prggnlsgttlgpal and fiinc- ..

nonal charts, ete. The type of questlons to which answers W|ll have to be found include:

hin m"imf tor grubasi w0l siamw e vah 8 16 e of sidslisys sk sisn QPR LLTS -

Can the user group be 1dent1ﬁed 7 Sgg,t;flfﬁlﬁ{sl@ﬁ visible, i homogeneous group‘?

oy mm‘?“&mEz;}‘r%@ﬁ t’as i%‘?m!ﬁ%&e !Rh%?ef ;, Tom, hs-mfwgﬁm servigesl )

R IaT
- _ How diverse is the information requ:remem of group with respect to

professnonal ob_;ectwes ﬁmctlons won,\h&a&w@&e?&pﬂ wglqu,rgynd
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- Subjects nd associard interests ., spesi & sublests,qr aljed subjects: au-
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=" Professional bodies in which the ser s smaﬁ_ber

- Techmca] perlodlca]s wh:ch uker’

15 recgwlngthrough ‘society
e membershlp,subscrtptlon etc S .

I R R RN

- *Typesof reportsfmte’rnal_and external/reee_ived by the user

"_"""I“y';i'es'df"repoifs‘ whlch tls_e'r is not reeei_'vihghilt W:cfrn:ld' '_ 1ke td'receive-

s Outsnie orgamsatlons w:th whrch user has academlc or professrona! contacts’

. Channels of commumcatlon between user and cher groups in the prganisation

Kmds of information materlals pre Jiser' periodicals, _"'port's?,"trade lit- "

: erature, newspapers ete. S e

- Types of mformatlon notrcesfservrces preferred by usér: Current awareness-fs_er-
vice, abstracts dlgests data, c :

i .ls. the user an -f‘information- gatekeeper” in the institution?

’l‘s "fhe”u__ser asderatéd 'With"a'i]y “\‘infdrm'a't'ibn’lgatfekéép'e"rii" ‘ n" tﬁe;lnstltutlon _L "j

- Apprommate time avallable to.user ina day or week for r_eadlng SC‘IBI]tlﬁc and‘
techmcal mformanon matenal : g )

In addition;. to the abOVe some ni'ore"';5i’nfo_'rm'a'tiiio'ﬁ Gould” BE" dscertained from.the
users. ’ T S S . A

(d) ‘":Met&ods ‘odervey an_d’ Study:

Some methods of collectmg mformatuon about the orgamsatron and about the mfor-
mation re:purement of the potentlal users are mentionéed beInw No. smgle method may pro- .
" videallthe necessary information ; ; therefore, several of the methods may have to be used and'
. __the findings synthesrzed SO as 10 get a more comp[ete plcture Séme of these methods are '

Study of the orgatiisational charts of the istitution™ %"

- 'Study of the -'f'u,'nctionsfactivi-ties_elfa'iits"'pf the i';r(fs,'ti':t'lf_iti(‘)nf"-__'i"":' e

- Study of the annual reports, plans and programmes, and ether lnternal docu- .
: ments of the mstltuttons :

- Survey'of potent_ial user's using appropriate quéstionnaire
- lntehviewing uéers, _tliat-_is'-:"

- Interviewing potential user directly . . =

84




ers, guldes etc)

) Intervrewmg subordmates of user (e g persons controlled taught gulded etc)

Intervrewmg persons of coordmate status/colleagues or user:

NERETTIES

Study of: papers books etc publrshed by users

Such studies have to be done. penodlcally o update the. mformatlon about’ userf o
- interests, institutional programmes, etc. There’ should ‘be a built-in-mechanism in the - mfor—"
mation’ system for this purposc. In'the context of user studies, Saraeewo and Wood (1981) g
have suggested thata plan should consrst of at least these ‘steps: X "

Sy Survey]ng the prewous studles and hterature in general and learmng about aIl
© . aspects ofuserstudles A B

e i

11) Determmmg the objectlves ofthe study o D : - e

' i'ii') Determmmg the varrables to be studled and the model to be followed

iv) Selectmg the sample of the populahon fo be stud|ed :

) ) Determmmg the method for collectlon of data of observatrons

vi) Deterrnining the method of anal};'fsis of data or observations\

vii) Determmmg the walys of presentatron and utrl:satlon of results 1ncludmg dls—
semlnatlon N :

At thrs Juncture itis pertlnent to mentton that while user studles factlltate a good '.
‘understanding - of -their- inforination needs, whlch are dynamic. Therefore a oontmuous

R _'process of updatmg becomes essentlal

u) Study of Total Informatlon Flow o _'

C

, lefUSIOIl or information transfer isa. process by which an innovation or new |dea
spreads among the members of a social system — it isa type of commUnlcatron process,
It is the spread of a new idea from its source-of- invention, creation, ‘or generation, to its -
* ultimate users or adopters, i.¢. to the destinations or recipients (Saracevic and Wood 1981). It
constitites an essential element in a feasibility study for the establishment of an IC as it not
' only throws light on the information transfef processes among the users of information but
also on the mformatron seekmg beha\nour of persons specral:t ing m the dlsc;lplme (s) con-
cerned S : : :

A study of the total mformatlon ﬂow should con51st oft -
) ldentlf cation of the pomts of generatron and utilisation. of mformatlon

i)y ldennﬁeanon of the sources/mformatlon transfer medla/ohannels— mternal .

85

Interv1ewmg of ; superv1sors of user (e g persons hlgher m the hlerarchy, teach-_ o
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SHEHH IRt I 1"; 1 )
_ Whlle -each of the teclmlque has: lts -advantages and limitations, ﬂow-chartmg seems
E to be pfeferreﬂ by fﬁaﬁy as*’ rt‘ offeréa basu% for th_ 'b’omp‘arféon of the present'ahd- proposed

F ot HIRRGY 2

'y o sby Qv aeustomer‘*s”ordera /aml obsenvmh the respouse to thc strmuhlswﬂ‘hﬁié
0% ;ﬁme'thodili ' u.rtzﬁb?le Fou ‘feasrbllrtvsmdy, *for rprchmmary J:system“ anhfy“lsﬁand_ ‘

‘action— preparatlon of purchase order de]wely of goods ete Tlns methocl
’3.157 su*ltalﬂe‘,fml émall scale appl rca'uoﬁerind ig mdepefndent of proced urés wnthm

. (d) Oh]ect~1nforlnatron methocl Concentrate on tlie?robjectsr :
trolled—products manufactured eustomels served, eic— bv certam SPE‘.CI'F c
1tems oflnformation ’ Vzaoiaeup ol v far

(e} Output- anatysis ' metﬁ’od--"Staﬁ;anaw:g'is:wi-m--tlfé-nhw’es;t'i gatiow ‘GF outputs, by
working backwards from the outputs to the inputs, one can unclerstand the

IS EYGEILI R o8 mforma tion Flaw strucmre of thie systen eonce‘med“‘ il
S . o

EAEG Bl
Whatever be the method adopted, one should cons:der the time factor —i.e., time of
occurrence of srgmf cant events in. inforaration’ fowss apartfroiit 1hé‘d1reetfoh-- “horizon- .
tal, vertical etc — of flow. Atthis stage. it'is needless to mention that a’ systemai:se study of
vihformation:tlow: wouchfvadlIrtateim‘«ahhnne—Imng rfdrshqemmatmg IHBhﬁfofmdtlo'n to the '
Jtarget&of m‘r’zhsanonrwhen tho:th becmﬁesiﬁrﬂy operaﬂonai rtg R 35;‘-@'” (ALt

iii) - Current Library Services-and Resourccs

¥ the ql,laﬂtlt)a‘ and: quﬂlfmy‘of mputeom:és‘ources USed for exampﬂe.,
ck: matertal ty

il CY-0 L-.thaf degree ztf) wh c,hcperformatgee ist adequate to the‘total rieed: .
PERFORMA’NCE ©'One approximationof this measur ithe propomon of isérs:ii _
usmg the library or I1C. :

£
i"m-




o applled to overall- system planmng and coordmated plannmg in: mdmdual Ilbra.rles in.the

 information collected: earlierat:the: pre< planning stage, For example, based on the'study of
' the potentlal chentele the study of total-information: flow, literature survey (checkhst of .

R ST S A S uZh Ll ¢ . He o botweell erfort and. per peTﬁﬁt—ranee, or examp &, Circia-..
P . tion per tltle held. " : -
. how and why a serwce or program works or does not 'rk iAn
;example of this measure is staff and user assessment of the
- strengths and weaknesses of the hbrary orlC. (,Suehman 196?) :

FRIRE

(Note L:brary stahsttes Responses to surveys Performance measures contnbute to .
the evaluatlon of éurrent IC performance) : : - s

PR T

*5 4-2. Plannmg Phase PI‘Oper R

o Tné planmng of. LICs one must be eareful not 10: have ambltlous programmes Wthl'l .
eannot be completed; : Therefore, it ‘becomes. necessary to make some decisions. regarding the
,\_seobe of'the plannihg, which; includes i issues to be.iricluded or excluded: from consideration
- anid -any constramts to.the planning- process. . T othier words; the dectsl(}n should be taken -
' regardmg the‘magn itude of the pianmng effort fea5|ble at) the part1cu|ar t1me and the bound-
o aries ofeffort to- be undertaken LR R e, i g !‘

S Further sehedulmgof data collectlon effort needs fo- be done ln thns eontext only'
that mueh data/information as neces-sary should be eollected since: too. much data is as bad

~ as too little. .Hence, it would. be helpful to keep the followmg quest1ons in mmd when
'des:gnmg any data collectioni: - e

o 'What are the questnonS"

- o

g thl th's avatlable data answer these questtons”

How the mformatlon 18" bemg used and what wrll be the effect of such mformaﬂon_
~on'the plannmg process ? : : :

el

; ;-Can we. collect and proeess aud us¢ the data ’? R

The plannmg proeess descrlbed in the succeedmg subsectlons can be suecessfully o
system _— S T S L

- 1) Determmmg the role of the LICs '. | | ‘

. The role‘cr pmpose of the Lle should be denved and be in eonformlty w:th the
; needs of the. m|ss|on/projeet The identification of the role wouild be greatly fapilitated by the

-mformatlon/ documentary sources), and survey of institutions fexperts in- the fi eld,, etc., it is
possible: todefive the general role or. ‘purpose of the'IC as well as the specific objectlves in

relation “to the” collection to be developed, the ‘information services -to be provided, the
manpower requnred and the general management of the LICs, Ini other words, the. statement

. in relatlon to the Tole: should serveas a broad gurdelme for the development and epe1 atlon of :
' the: LI‘“s B b i e e e .




The role of a LIC can be: “to provide for information needs
*  ofa given group of users ; .

* . in relation to their given 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 cconomic 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 grcate'st possible number of residents the
- ‘most wanted library materials of s!i the kinds, and to serve as a point of -

access for any needed information.

in formulating a role statement, depending on the situation, some of the following

“elements may be.considered for inclusion : a
* ', Access to services |
* Print and non—print_'colle-cﬁons
* , .

Service groups —current USETS, special sefvices to farget groups, the
underserved and unserved. -

i) Goals
in conltrast to the role statement which projects the dircetions in which the IC wiil '
move, goals represent the ends towards which it is striving offer the planning period. Goals

are not necessarily quantifiable statements. . On the other hand, ohjectives are specific
targets to be achieved during the planaing period, measurable steps teading to the goals.

iii)  Objectives
Objectives, 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% o total population)

% . the time frame {c.g.: by i 995').
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Where objectives are not quanuf'ab]e they may be stated -in terms of

: accompil hed

iv) Primritiés :

E

- Dge to several constrainis, no Hbrary or 1C can achieve all the goals ang
that the planning committee has identified. Hence, the next step would be to de

imporance of the goais/objectives and assigr prionties. This assignment of p

be done taking into cons:dermor‘ of severai factorq such ‘as needs and Objebtl\ff

“The prioritics: concerned can be identified as fc)]lowsz -

{a) Assign each objective as essential, imp_ortant,‘or. desirable
(b) Within each coﬁtmgency, ranking afl the objectivesin order of
' initkally sechon or department level and subseque'ntly organisat

V) Strategiés

Stratc,yec; are defined ¢ as actions 1o be taken to achieve the goals an
whiich are the desired ends. For this purpose, recxamination of the opcratlons an
undertaken followed by devising new ones, The different: strategies develop
pared for their effectiveness, refative cost, ‘and priorities given different objectiy
words, different course of actions forthe achtcvcment of the objectwes are col
the best is selected. : .

vi} Monitoring and Evaluating Progress

" Since planning is a continuing . process. mionitoring and evaluating

 watds achievement of goals becomes a necessary step. Then there is a need fo

~and updating g goals/objectives/prioritics and developmg new strategies. These
peated in successwe plannmﬂr LYCIGS :

.5.4.,3 Planning Process

. There are many factofs invalved in planning process. The major factorst
. the planning process are time, collection and analysis of data, levels of plann
enwronment etc, :

Time: F]1e plans can be categorised into two categones on the basis of
namely, Iong range and qhort—ranue terms. :

Dam The second factor useful in planning is data. The data needs to
‘and analysed to make available pertinent information for pianmng process Thr
be relevant to- actmtlcq opelatlons, staff and users. '

_ Levels of planning: Manafrers or superv150rs at all levels, i.e., upper
Jower levels need to mvolve n planning, which’ plowdes an advantagc of get
: p1nt of view. :
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Change: Fhe pidnmnu should be ﬂemb]e to meet the changma needs. Therefore .
the imerdnuc plam are UCHLI“l”V n,wewed and revised and per lodlCd“)

Env 'J‘onn‘ren'r annomnem of LICs is getting chan(‘rcd at a ['ac.l rate whcthcn ltls'_
“internal or extersial. The piaua must “be able to adopt the (,hmwmu env;romnenl suchi as
polmca! social, legal. psychological and physical changes. The change may cven be seen in
the attitudes of users, stafl and administration. The factors need to be considered in pldnﬂmﬂ
plOC(.bS and necessary techmqueq necd to be developed for plannmfr

Lverv programime is developed dlld e&ecuted by using certain techniques. Slll’lllali\f
certain techniques have been developed for planning process. Since planning involves est1~.'
-mation and forecasting of the requirements of the.different units of an 1C or system, toels
like standardisation, work study. time study, system analysis, etc would be useful in the

planning process. Some of thesc wouid be dealt with in detail in other units. '

5.5 MONITORING TECHNIQUES . = .

Before starting any project, it is essential to devise an adeguate plan for scheduling and
monitoring the various activities of the given sroject.- The minitoring techiques help in
identifying the bottienecks and even discoveringsirernate work-plan for the accomplishment -
of the pto;ect ' ' ' '

.

A momtoruw 1echmque is a time m.gonatcd pr rocedure on how allocated resOUICes are:
commlted to .luhlevmg the Ob]ibll\feb Thc tcc!.mmn, ilClpR us as a lTmdelme a tool or an aid.

The best leclmiques which are not a‘igid and-have the'proﬁsion for adj_usrments ‘as
future events becon'le knc‘awn. o SR ' ’

’ Tl!ex area numbEi of it‘,LhﬂI(iIiL‘ § associated W|‘[h mmlifm ing and controfling. SOI‘ls_ '
of them are ' ' ' ' ‘

()peratlons Reaearah (OR}

Managemcm Information Systems { MI8)
Management by Objectives {MBO)

- Network Analysis

Budrrerm u ( asa momtormn teuhmque)

W

inthis section \)0u will be quld\'f'ing'aboul the Operations Research (OR)and Network -
Analysis techniques. The other techniques, such as MBQ (1) nh—4} MJS; mt S)de Budegeting
(Unit-10) are dealt in detail in othu units of this course:

551 Opeé‘aﬁons Rcse:aréh (Of.R) |

Operations Research came into existence during the Would war [J, when the British *
and American military management called upen a group (\l wientists with diverse educational®
bacl\tfrmmda to apply a scientific appmad‘n to deal withs xud‘ieuc and taciici! piUb]t‘]"ﬁ& of
various military operallons Ihe on;u:lwe was 10 1'!0(;3& scarce, :cvomrc 5 in an effeuw“i



manner to various military operations. Thus the concept and name OR was derived from the
“research on {military) operations. After the world war the techniques. of OR have been u:.ed
for nou-military operations also.

Ackoifand Arnotf Churchiman defmed ”OR is the 'lpphcatlon of scientific methods,
teclmlques and tools to probiems involving the aperations of a system so as to provide those
in control oflhc, system w1th optimum solution o the pmhlcm ‘

“OR 15 a scientific dppl()d(.,]‘l to prablem. seiving. lts purpose is to assist managers in
choosing preferred course of dc,tmn from the avaitable alternatives.

The main characteristics of OR are.as 1’01Iow_5"‘

N

1 it provides inter-disciplinary team approach, involving mathematicians, statisticians,
economists. engineers, systems analysts, computers scientists. etc.

2 Tt privides a wholistig approach to the system

d

- [t provides methodological approach (ie.. formulation, testing and refinement) and uses
mathematical models and simulation methods in solving the probicms C

4 Ituses mathematical techniques, like linear programming, probability theory, queing theory
and network analysis. - : : :

-5 It adopts objective approach in an attempt to find the best optimal solution from the
available alternative courses of action to the problem under consideration.

Phases of OR
The scientific method in ()R study generally involves ihe lollowing phases :

Bl l"ormuidtmﬂ the plobiem

i) Constructiitg a mathematical model to represent the svﬁtun JlldLl stud\
i) Deriving a solution from the model o

iv) Testing the model and Lhe solution der wed from |t
v)  Establishing controib over the solution

vi) Putting the solution to work, i.e.. implementaion

The OR process involving all the above six steps can be shown diavramatically as below:
&, : = g .

| ‘ Formulation ‘ o : - 2{ Construction  of
of Problem - o ~ .71 Mathematical model
6 :'hﬁblemeﬁta’[ion | ' j 3 Deriving solution
and Feedback : : S from the model
T T

4 Testing the model -
' and solution

> | Establishing coritrol
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DR gud LICs

The application of Qperations RLSC&ICh came into llbraty and information he]d during
~the late 1960s and early 1970s. Later L1Cs have been started using OR through mathematical -
and statistical apptoachcs in-their-practical probiem solv:ng and decision making process. 1t
become possible. for libraries to makc more cxploratory sludles using OR techniques - in the'
computer ised 5}, stems.

" LICs can use OR in various activities:

i

Allocation of resources

- Policy making (policies relating to acquisition, loan, ILL, weeding, etc);
-~ Planning activitics (pla nning of resources, new. services, manpower, etc)

" - Information services (mal l\ermo of information services designing ol new services,
eli} .

- Establishing ofdalabase% subscnblng to online serwces

‘tlowever, there are certain difficulties in adopting OR tcchmquef; in LICs as it is
i« to express many activities in mathematical terms and use quantitative analysis.

5.2 Network Analysis

The class of OR techniques med for planmng schcdulm;: and controlling large and
complex proiects are often referred to as Network Analysis, Network analysis is considered
as one of the best techniques of monitoring project activitics.

The network planning methods work in the followmb way

"

_ First, the project is broken down into a series of small mdwldual tasks or actmlles
and then they are arranged in a logical sequence. 1t is. also decided.as to which tasks will be
petformed simulianecusty and which others. bequ\,ntlaﬂy._ The analyses help us to start and
complete the activitics as per plan ~and timeﬂsche&u'l.c.‘. A network diagram is constructed.

Secondly, the duration of each ectivity is'estimated. A crucial task for the technique
is then find those activities which are crifical. C mmd] activities are defined as those for which
the smallest defay in stasting o _completing them will defay completion of the whole project.
The critical activities detine a critical path through the network. Other activities are ,slac,k
T hcv can be delayed to some extent without deldvmo the whale pr(}lect

- Third attcmlon is conicentrated.on the crmcal activities. A rearrangement of resources
ml'ghl speed them up. '
The objectives of network ana]ySIS are

[) . Minimization of total project cost. '

23 - Minimization of total project duration

3) Trade-off betweeh time and cdst project

4 Mnnmmatmn of idle resources ’

53y To mimimize production de]ays interruption dl1d conflicts _

A wide range of industries and organisations use nelwork techmques. The techniques

are used in project management of construction project, manutacturing and assembly lines.
R&D work, repair and maintenance, ete. For example, in libraries and information centres;

. the technigue can be used in the construction of library bmidlngs library automation, dGVC‘lO]‘)m‘T
anew 1m‘0rmahon service, etc. : :
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. horizental ast it shiows time. work schedule, and work completed Along the vértic

There are a number of netwmk techmques whlch have bc,en developed ang
various oruanrsatlons Sdme of'the Well known techmques mclude

Lo

u_sed"_in o

-PE'RT' o "Programme E.valuatlon Rewew Techmque "
CPM _CntlcalPa’Lh Method - i _
PEP e Progiamme Evaluatlen Procedure _' o _— ‘.'_ 1o
GERT" Graphlcal Evaluation, Rewew Teehmque .
_ '. PC'S: R iject Contm] System TR

cne llbrarles and mformatlon centres PERT and CPM are the most eommonly used
- techniques, | e - D

. Gantt Chart 1- S T

-

nétWork

Prior to the deveiopment of PERTICPM the most populailon teehmque for prOj'eer

.schedulmg was the Bar or Gantf Chart +developed by chry L. “Gantt. The tech
developed for use in short—telm job planning. It i is effective in’ pl odu(‘tron operallon
i the hme to perform var mus actwrtres has been. weil establlshed

I

The G'mtt chan show*; a _graphic 1ep1esenlatlon of work ona time sca]c A

nique is
s, where -

ld:}.g the ...

al axisit - -

_ ~showsthe mﬁwduals and machines asswned to'theose schedu]ee Thetime schedule is subdivided. -

‘into approprlate units, ofhours, days, or perhaps even weeks A heavy hor lzontal line
‘in each row showing the amourit of time each person or'machine should. need-for a It

isdrawn .
articular "

- fask.” As the actual: work proceeds, a lr«rhtel liné is drawn next to the hcavy line 1o sh

“is being dCCO]TlphShE:d A vemml m'uker (alrow) nor mally indicates the eurrent dn
«example, we want io. prepale compuiter, prmted cataiogue in a library. Suppdse we .

~terminals for entry and two pr inters for printing the cards and the partmu]ar job-(no.
+ . schelduléd to be completed ona pdrtrcuia: date/day (Saturday, 161:]1) However, on
-as, mdrcated by the EIITGW ‘the job st not comp]ete and. was.in- fact two days be

schedute PR

wwh'u )
Ate. For.
se thlee

40)was_
hat date, -

hind the" -

/s | 12iste | qzs |aas 1S5 | s

Mon .. Tues | -Wed e Thl"lr .‘ _ :F-r_i_ BE Sat - -\'Stlj

Termmal # l

o T e“rmmai # 2

: Ter_rn_ina’ﬂ # ,3'_ :

| P'ri_trt.i;lj'g# 1 .

_ _Pﬁnfing #2 | T

Filing -

Inspection -

- G . | T F1g—2 Gantt Ch'art- ..




Gantt Charts are very helpﬁll where thcre is little or no 1elal ionship betwcen succe%sw
“activites or where the time to complete a task have been cstablished. Unfor tumlelysuuh ideal
“conditions do not a]wayb exist. Its inability to show the interrelationships.and mlcrdepcndence'

among the many activities is its maiti drawback to study the progress of the project. ‘Although. -
it is possible to le]aW the chart to show the interrelationships, but the confusion arises as the

‘size of the project increases. To overcome such lintitations PERT/CPM were proposed 1 the
Tate 1950s, ‘ :

' PERT/CPM

PERT was deve[oped by a reseaich team. wmkmg on Polans 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 joiitly by E.1. Duponl Company and Remington Rand Univac
Division” The'aim behind the development was to have a better planning in controlling the

overfwdi and mamtenancc ofchcmical p]ants The method was made public.in {959 by Kelley -
HRNS !\Cr : -

The basic dlﬂ"etcnce between PERT and CPM lies in theit origin and deve]opmenl _
. Initally the PERT technique was applied to R&D projects whilc the CPM was used towards.
construction projects. Both of them share in common-the notion of a er itical path. The major
_ dlffelent,cs between PERT and CPM may be summflmed as below:.

B

PERT ' B N CPM
1. Eveni oriented- _ B 1. Activity oriented
" Probabiiistic in nature L L Delt.rmnustlc, in nature -
.Concerned with time 3. Concu nced with time and cost '
-Used for new projects 4, Uscd for repptltlve projects.

Steps uwulved in Appllcatmn of PFRT/CPM

_ The application of PERT/CPM in partlcu]d; network dnalyms methods in gemral
 have to go through the following steps: : '

Spet-1: Project planning and construction of the network
The various stages tnvolved during this step are: .
i} Indentlfymg various activitics or. Vvork elemetns involved:-in the plOJect

i)+ - Specifying the mter:eldtlonsh]p among various actlvmes or wo:k
© elements, and

iii) ~ Developing a network dlagram showms, the sequenhal mter—tclatlonshlps '
bctween the various actwmes s :

Step-2 Schedulin g

In this step, each of the tasks requlsed to be perfortmed is taken up 11115 is called
'Scheduhng of the iject' This uwolveq the fol[owmg activides: :

a5



1) Estimating the duration(s) of the aétiv’ities taking into consi'deration the resource
reqmred for their executlon in most economic manner.

ii) based on the time estlmates preparing a time chart- showmg the start and finish
~times for each activity, and hence calculation of total project duration by applying network
analysis techniques such as forward pass and floats calculation; indentifying critical path:”
' carrying out resource Smoothmo exercise, etc.

Step—S ijeu control

" This phase refers to evaluatmg actual progress against the plan If 'signiﬁcant
-differences are’ obscrved then rescheduling must be done to-update and revise the uncompleted
part of the pr0_|ect Reallocation of resources or remedial measures are also adopted.

Constructing the Network

As noted carhcr a network system involves mdnhiymg all the key activities,
sequencing these activities in a flow diagram and assigning time. duratlons Using these steps
a network may ba constructed. : :

“Anetwork isa graphlc plan of all actwntlcs and ev ents A hetwork diagram prescnts
the relatmnshlp between all the activities of a project. 1t consists of a certain configuration.of
arrows and nodes for showing the logical sequeance of activities to be performed te achleve
'prOJcct objectives. Time, cost and other resources are allocated to different activities. This
c¢an be illustrated through a sunpllf'_t;d two-path diagram.

-0~ oo

Fig-3: Simplified Two-Path PERT Diagriim

OO =020

(Weeks im_iica:ed by numbers along ihé paths) . . |

Fig-4: Four-path PERT Djagfam il_[us'trating the critical path\:; '

Source::S_tueart and Moran-(1987). Library Management. 3rd ed.
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1

in the above dlagram the numbered cm,leq are called events. An event is a definite
point in time at which some activity will be eompleted. 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 afl of the work included in the activities leading up to the
event have becn completed. The connected series of ElClWlthH and events from he,gmnmo
(1) to end (11) is called a parh.

The system for’planning and schedulmv work, often descrlbed as Critical Path Method
(CPM). It consists of enumerating the actwntles 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 expecled
completion dates cannot be met, if even one critical activity is delayed. A critical path reveals
those activities which must be mamipulated by some means.or the other if the scheduled '
completmn dates are to be met.

CPM can be applied to library pr0|ects also. For examp!e thc Upenmg> > of a new brach -
library. The activities can be plotted to allow the librarian to determine the mode expeditious
route oF critical path. Times can be assigned to each activity say from the time the idea ofd
branch library s formulated unti! the building is ready for occupancy. This can be presented
in a two-path diagram. Times would be assighed for each activity (say. three weeks between
the events 4 and 5, while time between 6 and 7 may be one week). Tiis sugpests to the
librarian that either path 1,2.3.4.5.9.10.11 or path 1,2,3,6.7,8,10.11, can be taken. I time is of
the essece, the shorter route might be more desirable. Ilowcver it may not he frue in all
situatios in service-criented instituions like L}Cs. -

The major disadvantage of PERT/CPM s its ovem phasis.on time and almost complete
“lack of attention to cost. This has led to the development of PERT/COST. The PERT/COST
intraduces the cost factor into the process. In projects of complex nature with numersus

events involved, it becomes very expensive to establish a cost for each 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 prcbent with regard to the Riture. It also involves a wns;derat:on of both ends
(outcomes in the future) and means (ways of brmﬂmg about those oulcomes) Other pUIIﬂS
made in the context of planning are: :

;'Plannmg is a continuous and dynamlo Process.

&
¥ PEanmng involves coordination— as it involves a muitiphcnty of decisions, -
brmgmg together a number of disparate elements. '
* Planning process prowdes management with a tool to-combat inertia anci re-
place reaction WIth a forward thinking, pro-active approach
S Planning takes time and effort and is used to reduce um,ertamty and increase -
conformlty
- Planning is of great importance ai a time of change. A% a matier of fact, plan-
© ning mwntab[y means change. ' :
* Planning is risk taking.
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b Prentlce-Hall oﬂndlm 1995,

- In conclusion, it may be said that planning is the dynamic"process-'t}f_committing o
- resources systematically and with the -best possible knowledge of the future ;'of organising

syqtemamal]y the effort needed to utilise thesc resources ; and of ‘measuring the results of
pl.‘:mnmtT decmom agamst expectatlons through systematlc feedback.
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S 8 MODEL EXAMINATION QUESTIONS

o 1 CESSAY QUESTIONS

'S

f o1y Dtscuss n detallthe concept of“PIanmng

2y 'What are the advantages of Planmng, spemf" cally in the context of llbrartes and-'
_ 1nformatlon centres. . . _, S

3). '_ Describe a conceptual model for plannmg Illustrate your answer wnth a ﬂgure .
4) * Define the term “Strateglc Plannmg and enumerate the sub- processes involved.,

5). Brreﬂy descnbe the steps mvo]ved in: plannmg of Ilbrarles and mforrnat:on cen-"'-
" tres.

| IL SHORTNOTES -
. .2} Tactical planning -
- b) . Levels of planning'

). Total inforrnatjon Flow

.‘9_9, E






.BLOCK 11 SYSTEMS STUDY

_ In the previous Block you have stud:ed about the prmcmles and theones of managcment

- and also the nature and functions of management. The present Block introdiices you the systems
~ study: It is basically concerned with- systems anaiy51s and desngn and its apphcatlon to hbrary
© and mform ation centres. : S

'There are three units in this Block dealing with systems analysis and design, evaluation
~ of information systems and services and management information systems '

Un1t-6 deals W|th Systems Anaiysns and De51 gn Systems analy51s helps in loglcal analysls
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, Ilke formulation of objectwes
labmrv dutomanon book orderlng, mterllbrary loan elc. -

Umt-7 discusses another aspect of systems study, i.e. the techmques ancl methods of
Evaluatmg Infoymation Systems and Services. Tt includes the details such as framework for

~ evaluation, evaluation measures and their applicability. Evaluation of informatjoi systems - '

and services.is necessary, if LICs to function efficiently and effectively as infermation prowders
Itisa pOWBllel tool to’ lmprove the ef’ﬁmency of the libraries. :

_ Umt—B deals Wlth Management [nformatnon Systems (MIS). MIS isan mtegrated system
for prowdmg information to support plannmg,, conirol and operations of an organisation. It

helps the managers to enable them to make timely and effective decislons Now-a-days it 1s: .

‘used’ excluswely for computerlsed 1nformatlon systems






UNIT-6:  SYSTEMS ANALYSIS
. Structure o | - N R

6.0  Aims and Objectives
6.1 Infroduction _ '
6.2 + Systems Analysis ~ Need, Mcaning and Definitions
62.1 Need C _ ’
622 Meaning ' R
6.2.3 Definitions

6.3  Methodology of S}-’stelﬁs Study N
631 System Study ~ Points for Consideration
6:3.2  Steps in a Systems Study. - B

0.4 Sysiems Analysis
641 Analysis Phase
6.4.2» - Evaluation Phasc.
643 Desigr Phasc
644 Svstem Insiallation -
- 635 System Follow-up

6.5 Limitations of Systems Analysis

6.6 Application of Systems Analysis _

6.7 Application of Systems Analysis in the Management of LIS
6.3.1-  Formulation of Library Objectives :
632 Library Management and Systems Analvsis

633 Role of Systems Analysis in Lib. Automation

6.3.4  Book Ordering Svstem : -
6.3.5 Inter Library Lending System

6.8 Aslib Survey

6.9  Let Us Sum Up _ O
6.10 References and Recommended Books
6.11 "Assignment . '
6.12 Model Examination Questions

6.0 AIMS AND OBJECTIVES

The aim of the unit is to provide an overview of Systems Analysis with special cmphasis
on the methodology along with its strengths and limitations as a management technique.

~ After studving the unit, you should be:_uh]c to

‘get an overview of Systems Analysis : _
get an msight into the methodology involved in System Analysis
identify the aréas of application of Systems Analysis

~apply systems ﬁn‘alysis in the management of LIS.
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: 6 1 INTRODUCTION

: In thlS unrt, you are belng mtroduced to the concept of System Analysrs in the context .-
of library and information systems and services. While in the carlier block; the thepries of -
' managemerrt and the factors and techniques- of the plannlng process were discussed, this block o
- concerns itself with Systems Analysis and its apphcatron to management of 1nfcrmat10n ;yste’ms' K
" and servrces 1nc1ud1ng evaluatron and rnanagement mformatlon systems Sf

It is- common knowledge that many orgamsatrons resorted to seme technrque‘s/ =
: methodology or the other for the purpose of i improving, thelr efficiency” and eﬁ'ectlveness.' It
" “was during the 18th and 19th centuries that such econoiists as' Adam Smithiand G Marshall <
- bBecame'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-Mathematlclans Physicists, Statisticians, ‘Engincers; etc. - Not satlsﬁed with O R, "
Economistslike Charles Hitch and E.S. Quade of the Rand corporation. became pioncarsinthe
. development of the management technique “Systems Analysis” (= SA) to enable the matiager '
'to fulﬁl his role in the organlsatlon efficiently and effectwely : o

In the later sectlons of the unit you wﬂl be’ prowded with the detarls on the appllcation
. of Systems ‘Analysis to ibraries and inferination centres. Afew applications ¢ of System Analysis .
~ have been -described here to illustrate its utility. - While in the ear11e1 block, the thgories of .~
management znd the factors’ and techmques of the planning. process were discussed, 1th5 block -
- concerns itself with system Analysrs and its application to- management of libraries and
_ mformatlon centres 1ncludmg their eva]uatlon and Management Infonnatlon Systeth. -

62 SYSTEMS' ANALY'Srs.'- NEED, MEANING AN,D_'DEFQINI_TIONS'.' :

——

6.2.1 Need for Systems Analysns :

The dlfﬁcultles encountered ina lrbrary and 1nforrnat10n en\nronment was 1a1 gely" due
1o the followmg ' - : SRR

* o Increased Quantrty and sophlstlcatlon of the demand of tlle users (dne to snrging .
" enrollments, teaching . mcthods, -etc) 111terdlsc1pln1ary “research, spemahsation; o
features of the World of Infonnatron ete R . -

: ko ".Lackoffunds -
BN 'L Increase in 1nter—institutional 'coope'ration s
..‘ L Shortage of professronals etc.

" Thess nccess1tated the re- exammatron of 11brar1es and mformation centres This calle_df _
for a techmiques which combined the good points of Organisation and, Management (O&M),
Operatrons Research (OR) and the result was the technlque of Systcrns Analy51s (S Ay

J'.. .




622 Meamng of the Terms

. In attemptmg to dlscuss the top1c of Systems Analysm 1t would be helpful to prov1de o
deﬁmt:lons of terms - Systems and Analysus

A Systun may be deﬁned as

S 'Orgamsed or’ complex Whole an assemblage or combmatlon of thmgs or pans :
fom:ung a comp;ex or unitary whole '

‘ Assemblage of objects umted by some form of regular 111teraot1on and
'_ -_mterdependence o '

A group of parts or components or elements mterlmked together in some fash1on '
" in order to achleve some-objective. :

For example; _onc is all too familiar with-the_ digestive system, circulatory system,

respiratory system, etc. each having their own objectives, Further, they also have oo1im1onality -

among all these: systems 1.e. some kind of linkage of variouis components or parts to make a
whole body with a view to “achieve some objective. Thus, the systems concept or viewpoint is
B the smtple recognition that any organization is a system made of segments, cach of which has
- its own goals. In the context of library systems we come across. acquisition sub-systems,
technical processing sub-system, circulation and maintenance sub-systems, information .

disseminationt sub-system, ctc. All the sub—systems are inter-linked, mcluding operations.
Each of thése library subsystems has their’ own objective and at the same time they join together o

' to achieve the objectives of a large system, §. e 11brar3 Further the characterlsncs of momtormg
. acd feedback are ‘inherent in a system.

Analyms is a. ngorously controllcd mqulry lnto the e)-nstlng condlnons Anaiys:s
therefore, implies that the system is brokern dowr into its functional parts in'the first instance;
the functioning of each system 1s studied in detail; and if found neoessary a new- synthesm 1S
_ .attempted such that the system functmns better - :

- 6. 2 3 Deﬁmtlons
Havmg noted thc mednings of the two terms Svstem and Analysis, we are.now ma )
posmon to attempt a deﬁm'oon of Systems Analvs1s It may | bc deﬁned as . o

¥ The orgamscd smenﬂﬁc studv a.ccomphshed by brt'tkmg down the d]ffert‘nt E
~~ components of an assembly and -its: subscquent synthesis into a unificd whole -
. with a view to achl_evmg the tasks, goals and objectives of the assembly.
o TheSSJS'tc\.mtttic and logicttLanttlysi_s of a problem and the desigll'of a system to
‘corzect any of the incffi eieneies Or EITors whi_ch exist in the current opera tions. .

. "A conceptual strate}ay for problem solvmg

* . The fogical analysis of the present sy stems: evaluanon of the cff iciency, economy N
accuracy, productivity and timeliness 6f existing methiods and procedures against -

established “goals of the library; and th¢ design of new 111ethodsr’procedures or - -

- modification of existing methods/proccdurcs to improve flow of mform"ttlon
o .through the svstem‘: : : -
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e Thus, Syst'e'ms Analysis is concermed with s’ystcmaticaliy‘ analysing a total system n its
' context, and in identifying and describing the interrelatedness of all the component parts or
operations of the overall system. [t attempts to measure not the cffoctiveness of a singls
operation ‘or a narrowlv focused set of operations, but the system as a whole relative to the
stated object]ves and restraiits of the present orgamsatlon \

It represents a'way of looking at and 'ana]ysing complcx organisations, and describing
them m essentially quantitative terms. Its first objective is to éncompas's the total system of
operations, from managcment stated 0b1ectlvcs and the resources (personal, ‘material, ctc.)
available to achieve objectives, to the enwronment in which the system exists. Then it turns

“its attention to relating (but not eva]mtmg) objcctwes and results, [t docs this initially in

" quantitative terms (¢.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 responsi_bility of

the techmcally oriented system analyst and management and produ ces a qualitative évaluation

of the system being considered. ' ‘ '

6.2.4 Systems Ana-l_ys'is as Discipline

System Analysié, therefore, is. not simply a dollection of techniques but rather is a
discipline which is presently attempting to synthesize previous theories and branches of -
management s¢ience ko a new _disc:iplinc and what direction it will take is still ambiguous_

On the other hand, an cperational definition that prowdc,s insight into c,lc, ents of th(,
Conccptuai strategv characterizes systems anuh sss as ...” mquiry to assist decision makers in-
cnoosmg pieferrcd futire courses of detion by ' '

iy s wmancaih examining a.nd rc,-t:,\'lmlmng the relevant ob]ectwes and the altcmatwe’
- policies £nd strategies for achmvmg them; and

(i) comparing quani,;tam ely “mru possible the ucmom;c cost, Lﬁcctlvcne s {(bencfits),
and risks of the "Litui'ﬁatll res” (Fisher, ]971} ' :

‘Systematiual’ 1'1ﬁplies that the brocudure 18- planmd and scquenced before it is executed;
CAlternative” presupposes the L\lSthbE of objectives or a problem for which more than oné
course of action or solution i IS5 possible; Qumtltatwulv c:\pru,sscs a focus of System Analysis
~ on varidbles whose units of measure are inhorently numeric or convurtlble to nymerics; ‘the
- pmwsmn when possible’ mdlcatus that such variables are desiderata but may ot occur in

some situations. | Efﬁ,ctlvengs_s relates to the discovery of the best or most promising solution
to the problem. R N n \[ .

.. Commenting on the various terms associated with Systems Analysis, Quade remarks .

that “all convey the same meaning... What is iniportant, therefore, ‘aré the characteristics they

_have in common. These include an cffort to make comparisons systematically in quantltatlw
terms, using a logu,a,] bequuwt of stc,ps that can bt: retraced and verified bv othefs”
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6 3 METHODOLOGY OF SYSTEMS STUDY

A full—scale formal systems study wﬂl mvolve a vanet} of personnel the 11umber and

type of whlch changes as the effort progresses.- The. actual work in'a systems effort is normally'
‘done by a.group of five or six specialists organrsed as a pr0|ect team, headed by a. project .

. leader directly responsfble to-the top. management. Members of the team are sclected on the ~ - -

hasrs of anticipated needs of the pmject If the object of the project is to explore the possibility
" .of rising computers in catalogning,’ for example the team Would be made up of catalogumg
hbrarlans analysts and -computer programmers ’

6 3. 1 Pomts for cons:deratlon for a Systems Study
In the context ofa Systems Study some of the pomts/factors to be consrdered are

; _ ! @ Deﬁnmg the study problems—general deﬁmtlon of the problems to be studled
.~ and 1dent1ﬁcatron and descnptlon of spemﬁc problems mvolw.,d ' ‘

-\-(.b)J . Deﬁmtlon of hbrary 8 overall goals

- (©). "‘Scope of the study — — areas and aotlvltu,s tobe studled prlorlties 1f any; -
definition and illustration of ‘any limits" of restrictions, to be placed on the -

- development of the system, Type of sysiem (manual or computer-based) wanted;

. number and proportional distribution of personnel tobein the System; and tolerable_ .

' umt or total costs of operatlons of the system - : :

.;. (d) _'?__Methods and Teehmques to. he used for obtammg and recordmg necessary \.

information — Sa-mphng teChmqueS Survey forms, Format of Reports etc. .

| (e) - Work and Tlme sohedule — Man—days Type of skrlls needed for each asmgnment -
IR Responsrbrlrtres of each person Target dates for ihterin reportrn,g and. completlon "

.(f)' ' Announcement of Study Plan o Staff and Users — réasons for study, goals for_
: ‘.study benefits expected and sohc1tation of co-opcratlon from staff Lo

'('g)' - Staff Trammg Programme 1f requu’ed
6 3 2 Steps ina Systems Study
‘ A Systems Study which may be cquated to the phrase Let’s be- organised helps to
increase efficiency and productmtv of the hbrary It consists -of . the fol]owmg procedural
components ' : : . - . ,
| _(1) Proble:m 1dent1ﬁcat10n deﬁmtron and descrrptron m a system context o
(a) Overall system objectlves -5':-\ L T .
'(b) Outcomes desired of the problem solutron

. {c) 'Performance indicators, expressed quantltatlvety When posslble by whrch
o achlevement of outcomes can be aseertamed s L :

S
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(5) .
)

!

8

L ©)

'6.3;3"Phases in SystemS Study

Formulation of altcrnativc courses of action’

(a) Estimation of advantages and '_diszid'vémtages of zach alternativ

“Collection and analysis of data on promising alternatives.

Speclﬁcatlon of inputs or resources pnonues and co nstramt:, on possible courses

of action (1 c. pioblem solutions}

143

(b) Rejection of less feasible or desirable altcrnatiifes

Selection and implementation of the best possible alternative:
Performance monitoring, measurcnent, and ¢valuation
Correction or modification of the implementation as needed

Performance monitoring, measurement and re-evaluation.

- Another a,pprmch to S\ stems: Stud\« consists broadly of thrqc interdependent phases:

(1) ANALYSIS PHASE --- Whl(,h 111c1udes four survéys: Survw of chulrcmcnts

Sorvey of Current Operatmg Conditions, Survey of
. Outputs, and Survc\_f of Inputs.

(ii) EVALUATION PHASE -- w hlch is a det'u]ed examination of current procedures

“with respect to their adequacy to nnplemenr the mission

of the sy stem.

(ii1) DESIGN PHASE --- which is action taken by vahdation of the existing system, by

6.3.4 Systems Analysis and Problem Solving -

modiftcation -of it or by substitution of a newly designed
system to satisty the dernands being placed on the system. .

The d851g11 phasc 18 followed by System Inst'lllatlon and Follow-up action if and when
needed. : B

Lo

Systems Analysis may also be considered as a formal approach to. problem solving or
decision - making and consists of a step-by-step procedare in which objcctives are explicitly

function neatly follows another, The figurc below shows a logical sequence
Functions 1-5 should be performed in several ¢ycles, each time more thoroughly.
Generates Solution and Function 5 Select Solution, interact heavily.

specified, present situation is clearly described, and available alternatives are systematically
explored and then cvaluated with respect to objectives. Tt is not a linear proCc:ZEm which one

‘Function 4
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I DELINEATE THE SYSTEM ‘

— _ -—> {Establish its boun'd.m'ies) _ _ o i ' T
l ' T | |
| \l/ . . JZ : . ——
| . 2. DEFINE OBIECTIVES - : : : ;
i | 2a. State Overali objectives 1 3. DETERMINE CURRENT STATUS |
‘- 2b. Translate into specific L1 AND CONSTRAINTS T
i i (sp_g;ii"y ohjectives} _ - Study the system environment.
- b - Swure criteria ifor B - I delermine constraints:phiysical. financial. .
SYSTEM . Selecting alternatives : : ! time, policy - Audit current statos : How |
ANALYSIS : Performance, Benefils. Costs are things dong now? {systems analysis !

o
(Formulate ~Timing; Risk. Policy trelative) . ‘ in the most limited sense)

Cproblemy [ %I' B - J o o - . I
i
l
|
i
I
i

\ v

' 4. GENERATE POSSIBLE SOLUTIONS

3. SELECT SOLUTION

| - Check solutions with respect (0 constraints

L & elimimiate infeasible solutions (not compatible with constraints).
= T T Beldlile the remuining feasible solutions with respect to the
sclection criteria & select the best solution generated so far. Write
repart on design of SYSTEm. ' :

L s

SYSTEM DESIGN
{Blue print for
problent solution)

A

f. z‘"_\SSI:iMHLli fConsiauet or agguire)

SYSTEM “Sysiem rules & spoctficutions. THST.
IMPLEMENTATION ‘
N
SYSTEM'-()PERAT]ON 1. [NSTAL[ “THE SYSTEM (]’e::plc__ muchines. data)
8. OPERATE THE SYSTEM
FEEDBACK 9. EVALUATE AND MAINTAIN THE SYSTEM
' C - Continually compare resulls with objectives.
SYSTEM - - Control quality. (this produces feedback for any of the
MAINTENANCE Previous seps). ‘
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6.4 SYSTEMS ANALYSIS

As identified in the previgus sections, systems study miainly consists of three phases
namely. analysis, evaluation and design besides systems mstalhtmn and foliow-up. Tn this’
_ secuon vou will stud) theny'in detzul about each plnses

6.4,1 A-nalysis'Phas'e

In this phase, the analyst should acquire a comp}ete undcrstandmg of the system and its
components inputs, outputs and existing conditions; and determine the interactions and inter-
relations existing between the system under investigation and all other systerns that place
demands on it.

‘In other words, the quéétions to be asked are: What is required of the system? And what -
must it do to smsfy the demands and needs of users? in order to ﬁnd answers to these qucstlons- .
it-becomes 1mpe,rat1ve to undertake four SUrveys: '

* S'.urvey of requirémcnts '

CO Survey q_f current operétionéfobérﬁting cc_mdiﬁons- _-'.
¥ Eiﬁnré)f of outputs

£ E;I.._IYIVCI}’ of illyputs '

a) - Survey of Requirements Y | v

Though th(, terms dumands and reqmrc,mc,ntb are usod synonymousl} there'is a
difference in the meaning of these terms. . Action taken translaies a d(,mand into a requircment
1 €. d(,mand placcs a requirement on thc, system.

For cxample‘ -

Demand:  To provlde user with an accurate and current catalogue of the: hbr'try s sérials
holdmg ficcessary for thc LSELS- :

R

: Requzrement Serials systcm requires rccords that can be manipulated in various ways to
satisfy multlple dcmands

Intemaf ~ :
Reqmremem Prompt claim of issucs on a'd=*_.re schc,dule PTECESe controf of renewals of
_ RubSCI‘lp‘tIOHS when due, mlproved accuracy and spc,u:l in the chedk-in of issues.

For the purposu of conductmg the survey, a w ork shu.,t should be designed and it should.

" include description of a) réquirement, b} decisions to be taken for the requiremient, ¢} actmns
to be taken for the dCClSlOllS and d) functlons to be perfor;mcl for the requirements,



" b) Survey of Current Operations 3 E B

The remaining three surveys - - of Current Opcrations, Outputs and: Inputs- - though
trcated separately can be performed concurrently. In the survey of ciirrent operations; every
ilem about the system is closely scrutinised - - its requirements, equipment, personnel,
procedures and their applicability to stated outputs, effect of other systems and functions of
~ the library upon the systems procedure. flow of work through the system. etc. Obviously, for
this close scratiny. detatled work shects necd to be prepared. '

5 .

For oxample:

Equipment Survey: dctails include brief description of the system and its ‘major .
activities; primary requircment of the systen: nanual of procedures if available; equipment
used presently and to be replaced; other equipment available both in and outside the library;
location; special features, if any; percentage use: age and condition: anthorisation and procedure
required for use of equipment n and outside the library ctc.

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 uptodateness of job-descriptions. '

System Component Survey: of cach major aétivity or sub-system in work-step sequence
E ﬁlrﬁishin_g- a complete picture of the flow of work through the whole system consisting of its
.several sub-systems. In relation o cach component. the methods/ procedures/ operations,

fimctions/ decisions/ actions involved. brief deseription and the standard work rate need tc be - -

given.
dn this context, the t
“cone objectively af prosent and
anaivst 18 not to suggest changs

e Burvey of In

1t ts pertinent to imention ar this juncture that ‘a demand places a requirement {i.z.’
- performance of a task) on the systemt. which tequires an input for the generation of the desired
outpat (i.c. results that follow after the performance of the task). Here, by input is meant
information that is a matter of record within a system and output is information transmitted -
from the system. However, an cutput may become the input for a subscquent performance of
atask. The idea in this survey is 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. - T

' Appropriate worksheets for inputs and outputs need to be dest gned for usc in the Surveys.
" The outcome of these surveys should be that the analyst gets a general overview of the system,
_revealing the work flow. the interrelationships among sub-systems, duplication of &fforts’in
 preparing, 111511'11t'aining and supplytng the systems outputs and revealing uses and distribution
of reports that may be unnecessary and can be questioncd by the analyst in the light of the
fairly Comp]ete picture of the svstem he has developed through the summary work sheets -

111
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6.4.2 Evaluation Phase

Based on the information collected in the prévious phase, the' anhlyst evaluates the
systein to determine how cost efficient and cost effective, to what extent present system meets
' the requirements of the operations: Subsequently he makes' recommendations— revision, -
- elimihation, maintenance, and modification of existing methods, etc.— based on, specific -
. determinants, These may pertain to requirements; that are germanc to successful managemient
of the systein, inputs/outputs, pqrsoﬁﬁel (size and capabilities. additions needed, reassignment

of jobs ‘fitting. levels of competeney), équipment, {repair, reﬁlacement. or. -acquisition of new e

_ and ‘modern” equipments) etc. In this context, the tools used by the -qﬁ*alyst inchude ‘goals-

~ enunciated in the-planning stage, existing procedural manuals; worksheets prepared for inputs/ -

"~ outputs. The recommendations ate made in-the form of a report for the benefit of the -, -
‘management. = . . o - S e A o

6;4_.3-Desig-ﬁ Phase
_ fhdesigrﬁng A new .system, the same data used in pre}parmg"the' e\}aliia,:[ioll repbrt of the
existing syStem arc 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, opportunitics and threats to the existing systefit.  ~ S
The stép___s involved in the dcsigri:phase-‘aré_:_ o
N 'Revie‘wQ_f the programs aud their goals ).

o --]’Eiéononiic feasibility of unit costs of ;éxisﬁng' system - -

3y Veriﬁéatibil_-a_hd Validation of requirements ;
4 Sﬁédiﬁcaﬁons’ of inputs / outputs - T T
o 5) . quﬁuﬂation of objectives of new dééig_n’ T

. 6) * 'Designing of procedures for achieving objectives — pfovi?sibn_of details, flow ~
~charts, procedures, ctc. ' T R

- .7) . Dels_ig;ﬁ.ing‘ of prihtéd fgﬁﬁs’,. ‘ -
_ 8) Final -Stepé-‘il?..,dés{igg e
_-I Pr_eﬁare’ a how.'cha,r‘t_‘.of t_he_h'e'w'sys':telﬁ n spfﬁcien‘f_ detml '
.j'- Estimate the cost ofmstallmg the héw. systcmand 1ts ﬁée;atiﬁg ,'cos.'t.-. .'
- Compasison of the old cost of the-system with that of e nowv. .
-;" | - De.tc;r_r.niner-- illllé' sfafﬁﬁg.._‘re_q'}_l:ir_elﬁeﬁ:t's:._(;f:_.il:llie néwi.'rsys'tcl:hﬂ | |
L P.re.paration. of asummarvreport for. hbrar)manage meﬁtf_duﬂiﬁi;'njg the _fc;atﬁréﬁ
of the pew system. R S L S
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. Prepdratlon of o detalled procedural manual and tune schedule for conversronl N

to and mstalla.tron of the new system S
6. 4 4 System Installatlon

_ It is - the respons1b111ty of the analyst to mstall the sys[em in eo-operatlon with others as
: lt was he who des1gned the system Insta.llatlon could be done by one of the followmg ways:

*oc Co'nplete change over bas1s W1th a llttle break n service durmg the transrtron o

Srmultaneously as a parallel programme W1th both old and Bew systems bcmg '
" concurrent for a pre- determmed time’; : :

.Step by step or gradual basrs where portlons of the new system are lmplemented. |
. wrtlnn the old system., T Lo

r

6. 4 5 System Follow~up

_ There should be system follova -up actron to momtor progress and for gettmg a feedback ‘
* This is essential as it would facilitate making necessary revisions and adjustments in operations, .-
forms and staffing. This follow-up is preferably done afier about a month and shouid be
reviewed pemodrcally and modified on the bas1s of the feedback recewed B

' 6 5 LIMITATION S OF SYSTEMS ANALYSIS

Whlle System Analysrs has a gre1t po[entfal nse in llbrarles one should not overlook 1ts- D
lumtatlons Some of the 11m1tatrons are dlscussed below - -

i 1) Emphasrs on Quantlfieatlon SR D

Systems Analysrs a.t present is an art based on - rather £ross, prrmaniy quantltatlve =

' 'techmques While. applying quantitative teohmques o nstitutions which produce tanglble L

~ products and. profits is one thing, attempting to apply the same to a service organisation like a * -
library is qmte different. Until or unless these quantrtatlve techniques are refined to a point -

where they can take into account: subtle qualitative factors such as, user satisfaction, quality of .~ _'
eat'dogumg and’ eﬁ‘cctweness of selection policies, thé wain use of Systems Analysis in libraries

~ will be limited to areas of processing actmtres such as ordorrng and receipt of maternls and
_physrcal aspects of catalogumg ' : : :

-2y lelted Assmtance in Decrsnon-Makmg

_ Systems Ana.lvs1s purports tobea ratlonal totally UbJLCUV(:) approaoh to the ana]ysrs of o

* - operations and problem-solving, -while it is actually not. - The system analyst uses his judgment
" and intuition in decidiig which facts 1o gather how: to mterpre‘t themt and what alternatives
should be developed for consldemtron Managemen‘!_s must b aware of this and be prepa,red
to deal with the problems that may result. " As a’ matter of fact,  Systems Analys1s does not
make decision makmg process easier - if anythmg it makes it more; drff' oult . :

L




3)1 _ :Inability-'td'sténd_ the te;st'.pf Time

Tronically, 'Systéms Analysis.'itself is affocted adversely by change, the \ ]J\ery force for

~ which it was developed. A detailed formal systems study will usually accur
detail of data which often requires conslderable time to asscmble and analyse. T
systems effort is analogous to a snapshot which reflects or represents rea!aty ata
- and may be incorrect at a latter date. - '

4) E_xpénvae

' /5 fulluscale formal systﬁm study is costly, oftcn descnptwe and mne«wnsu

ulate a great
he result of a
point of time

ming. Unless

there is sufficient promise that an effort will result i in savings that are. commensTrat,e with the

- effort; a formal systems effort sh@uld probabty not be undertaken Unfortunately

o to know thIs in advance

6.6 | :APPLICATION oF SYS_TEM ANALY'S}IS

" In the eatlier sections, an m erview of Syc:tems Analyms emphasmnw OIL its need and

_ value and methodology involved have been hightighted. While the cottent

theoretlcfll the ideas have been so pre%nted as to facilitdte the information professionals to.

think 1 a systems- orlented way in order to work out practical solutions to the p

encounter. At the same time, it must be und(.rstood that Systems: Analyﬂs an

fever a panacea ora substitute for lngenuuty in the solution of practical probi
“achieves is the appropnate theoretncaﬂ framework for ‘i:hmkm £ dbOllt prohiems

- According to- Fasana .. libraries-are in ‘troub]e and have been for qulta

s apparently
roblems they

ems;  what it

sométi_me

- Greater diversity of opmmn exists as to the primary cause or causes. In additign, a shifi has

oceurt.d i the nature of causes cited. While in the 1960s, the causes were ghanging structure

of knov 'edge and rapid de\:elopment ofmterdlsuphnary ﬁe]ds mformatlon explosion; pro-
- liferatio s of new libraries and the i increase in snze and Lomp]exrty of alder libsaries; in the

basis management training; -economic recession; need to make libraries moge
responsive 1o the changmg needs of their users; and appllcatlon of newly
technolog:es such as, computers, te[ec,ommun ication to l:brary proccdmes

In other Words,' th_e: basic problem confronting the Iibraries is the tmpa

. accelerating change on an institution which has traditionally been slow maoving and ¢

- 1970s, the causes include llbralynmnagement or more precusely the lack of librarians, with"

nnmediately

ct of fapidly

Any solution, therefore, must fi rst attempt to undustand the nature of change and then to

develop a’ methodoiogy to face the :,hang,es

- Systemns A11aly51s has proved uwa]uable in analysmg cclmp]ex organisatio
problems resulting from orgamsanons in conﬂict with an env1ronment dominat
and the uncertainty that Il;ev_ltably, accompanies change. But, the use.of System

“libraries has been limited. Increasingly, however, in recent times, libraries a
aware of its potential usefuliiess to analysé and solve their problems.

114, .
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6.7, 1 Formulatlon of lerary Objectives

6.7 APPLICATION OF S‘k STEMS ANALYSIS IN LIBRARY
-FIELD '

- The totality of activities within an information unit forms a system which exists to
provide information and access to information to its uscrs. Thetechnique of systems ana.lysm '
can be used to study this system and its subsystems in order to demonstrate the inter- relatlonshlps
of the component parts, their effectivencss.or otherwise, and whether there is a need for any
modification or replacement. It is also of use in 'design and implementation of new systems:
Due to the complexity of information systems, and because information staff usually cannot
down tools in order to carry out a full analysis. most systems investigations have been into ™ -
pdrucular activitics and technical processes. Some studies have been madc of the relationship
between two or three subsystems, but there is a l6t of work still to be done in this field (Manson).
Following are examples of how S}St(,ms analysm can be of use to librarians.

" The quam_ltatwc techniques uscd, t_'he ngo-rous_ attention to detail, and the critical
examination of facts, characteristic of systems analysis encourage and enforce systematic,
disciplined thinking about dperations and organisa"ions' Such a critical, analytical attitude is

. fundamental to modern management and is an essental first step in understanding complex

problems. For cxampie the objectives of an organisation should be the starting point in the
identification of problems and the cvaluation of an orgamsatmn Objectives should be clearly '
statcd and reflect a realistic attitude on the part of management. Too often library objectives.
are amblguous out of date, or unrealistic. User requirements for libraries have changed radicaily

“during the past fwenty years and the importance of inforfiatton in our society has mcrcascd _

enormously. Yet library objectives, resources and techniques have changed little.

Unless objectives are stated explicitly, it is impossihle to devulop nieasurcs of

'performam:u, Unless effective performance can be demonstrated, it is difficuit to justify
continued levels of financial support and impossibic to argue for increased support to provide

new or additional services. ‘The ability to demonstrate effective performance assumes critical

importance in a period of cconomic recession (Fdsand}

A syste’ms auéi.lysis must -a]w'ays start from the objectives of the system, and then look at
the functions of the system and how these are carried out. The relationship of the system to
other systems must be determined so that the necessary constraints arc observed. A useful
approach 1s the “critical examination” of each activity within the sy stem Each actmty is.

. defined, then th(-‘ fo[lowmg pomts are (,x"muned

Is ﬂllb activity necessary or can it be avoided? If necessary, whfn: are the meﬂlods of
doing and is there any bettor way of domu 7 '

When the activity is performed and is there a better time?
Whe performs and .is there any other person/group who ca'n perform bctter?

Ar the same time pcrfonm.ncfw data can be coliectred e.g. time spent oh each operatmn
Volumc of work, rates of pay, etc. :




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 arc -
determined, matérial and other costs are ‘added to obtain a total cost. 'Cost of any akernative
methods can also be estimated for comparison {Mason). This ‘systematic analysis alc!q m
. etther formulation of new objective or in the modification/ reﬁmng of the formulated objectives
torsutt with challenges of changc '

6 7. 2 Lubrary Management and Systems Analysm

IlldlSClphIled thinking is rcﬂected in many hbrary operatlons It 15 not u_n}:ommon to
find that operations in librarics have no reason for continuing. They exist because no one has
questioned or evaluated them. Continual evalvation and modifications of procedures is required
to reflect current, changing needs. This requires a querying, analytical attitude on the part of
librarians at all levels. Similar problems exist in the areas of planning, control %ﬂ decision
making. As organisations grow, the number and kinds of decisions that must be made proliferate
and the conscquences of these decisions become more critical. For example, & seemingly
simplc “decision about. what information to inciude on an acquisitions order form can have
~ profound cffect on cataloguing operations. Unless a librarian ¢an analyse the pature of a

- decision and have facts available in a form that he can understand and use, he is foreed to rely
-on personal experience and intuition which is often insufficient to- meet the needs of modern
“organisations, Decisions bascd on fact and pro:ar analysis, coupled with ns 1tut1cm and

expericnde, are mevlta,bly more consistent, reliable (F asa,na)

Systermns analysis comes nto picture . and when decisions areé made to imodify the |
. systetn, or tointroduce a new system. . The stage of system design is carried out, although the
major pari of the thinking out of the design will usually have been done during the analysis
~ stage. The melement'ttlon and evaluation of the new or modified system is carefully controfled
because, however good the design is therc will always be unexpected
factors arising, usually at the mterface between the new system and other L,Mstmg systems '
- (Mason,

'6.7.3 Role of Systems Analysis in Library Automation

- Library automation has demonstrated that 11brar1c,s mll need a greai deal of special
techmcal agsistance in designing and plannmg systems and using new technologies. This
assistance can be provided in part by using trained technicians and specialists ifrom other
disciplines. Controlling and coordinating these non- library specialists is difficult, J} but ghly
~ essential, because the system that will be developed will ultimately have to be taken over and
operated by librarians. The need, therefore, for librarian to gain éxperience.and same level of
expertise in systems analysis to gnide the design and development of automated systems and
then to operate them is bectaung mcrcasmgly cr1t1cal (Fasana)

In an overall appralsal of the utilisation of systcms analysis precechng library automatlon
. it seems a fair conclusion that systems analysis is becoming routine in libraries, pas Ltlc:uiarly in’
instances where automatmn is seriously- considered or thought probable. Even when the usc
oof the computer 1s not preconcerved as a likely result, machine alternatives are routniely consid-
ercd. As Cox states “aytomation in libraries is virtually inevitable due to increased demands
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for service. .Other' factors including the Ia'rgcrvolume of materials handled and available

+ technological aid n the form of computers arc also contributing to the rapidly increasing -

number of applicaiions of mrtomation in library technical processes. In any case, systems
-analysis, as a prelude to library automation is an incvitable common place fact of life in
libraries {Carter)”. ' ' ' '

“ Critical Examination

To Hlustrate a combination of systematic analysis and creative thought a techniques
“known as “Critical Examination” is outlined below:. S

Critical Examination

Facts : ' Alternatives .

Consideration
for developmg -

What 1s achicved? Why

“What else could 'bé'?

How is it achieved? Why? | - How elsc

When? Why? When else? »
Wherc? Why? Where else? ‘
Who “Why? Who else?

.~ This isused typically ina process improvement situation where one starts with a rigorous
questioning of what the process is designed to achieve, and why before looking at how it is
done, how or thinking how better be done. The first two colummns provide the framework for

& systematic and rigorous analysis of the existing system - or the proposal, if the technique is
applied at the desi gn stage. They embody a searching usc of the question WHY"? Both to look
back at causes and to look. forward to purposes.  They arc designed to give a thdrou_gh
understanding of the present situation, its strengths and weaknesses. The third columm represents
the creative phase in which opportunities for change arc generated. The approach is that of
brainstorming on each aspect of the system in turn and it is usval to assist the process by
means of a check-list of simple trigger-words such as eliminate; avoid the need; substitute;

- modify. Evaluation of the ideas'is déferr_ed to the next stage and the 4th column provides the
basis for this (Kemp). : : ' '

6.7.4. Book-Ordering System -

Systems Analysis was used in an investi gation 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 facilities. Hence, systetn objectives and performance mdicators
{cost per order) were specified and alternative system designs were considered. The proposed
mechanised alternative and steps of the implementation process werc studied in detail.

The Systems Analysis required nearly two-years from the stage of problem definition to o
implementation. This resulted in a new system capable of processing & 33% increase in workload
* with only one new staff-member, no facility increase, and most important— staff sentiment

favourable to the new system. The performance evaluation disclosed the pragmatic difficulties
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that can be cncountcr(,d in comparmg a new! system wnh a r::phccd one. - chlcccnhtwc costs
for the new system were not ﬁsccrteunc,d as it was felt- that a l-year perlod was 100 short.
' (Thomson and. Muller). ‘

6.7.5 Inter-lerary Lendmg System

Another anal}'{si_s exarinned two_ a,]tcrnativcs available to-an inter-library lending systeni:
{a) Loan of ori ginal library d'ocument_s that must be returncd a_nd (b} the provision of retention
photocopies of requested materials (Spencer). The report of this analysis is most detatted with
. respect to the data collection and analysis procedure employed to 0btau1 pedormance data for
the two alternatives. :

In accordance with work measurement procedures, the work applif;abje to each altcrnative
~was determined at the task level of specificity as follows: appropriate forms werc designed for
employee sclf-administration, data sample sizes were computed and data collection. procedures
were -developed. The alternatives were compared on unit-cost - per - request received and
unit-cost - per- filled collection variables. . The data showed almost cquivalent costs for the
two alternatives; and the} ‘demonstrated the cost Qensttrwty of this muhl-tqu labour-intensive
operatlon_ to : a.} Wage changes; b) the. qu*tllty of input utatlons roccived which affected
: YQIiﬁCation and document localion_tlmes, and c} tecord-keeping procedur{,s. Although the
Teport does not indicate the decision reached on the data, the study provided ohe Regional
Medical Library that gﬁperates a high volume lending service with concrete knowledge of
comparative operating costs and a factual basis for policy decisions.

6.8 ASLIB SURVEY

An a,mhl tious study conaucted by Aslib illustrates another type of apphcatlon of Systemis
Analysis. Tnitially concerned with the various uses that are made of bibliographic data clements
n 11brarv operations, Aslib researchers uitensively examined: the records and record kéeping
' procedures a,mployed n representative public, university and non-comumercial special librarics
(Pauline Thomas and Harry East) They developed a standardised description of work
procedures and activities that are associated with-the need for and use of various bibliographic
and administrative data elements. From this cxperimental information about prevailing
pracmces they dcmg;ncd aprocedural mode! for operational subsystems {acquisition, processing
customer services and malntenemce) of a library that démonstrated the possible per formancc
. of completc, sr'ts of actwmcs w1th a minimum number of forms s,

. ,The model was applied hypotheticaliyio- practice and procedurcs in an actual library
which rcvealed sites -amenable to the reduction.or elimination of work . In the next stage,
work procedures in a coltege library were c\ammed in‘terms of the procedural model 4t a task _
level of work spectficity to show how work can be analysed not only to rccoghise information
needs but also to obtam data for such pulpose:, as cost analyses, job analyses, and tra,mmg
programme d¢ Vclopment The Aslib reports recommend that the model be Vl(.«\Vud as a guide
and not as a deseription of a single rigid option.
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6.9 LET US SUMUP

Systems Anaiysus asa ma.nagcment tool is valuable in a,nalysmg comp]ex orgamsanons
and has been used successfully in busmcss 1ndus1: govemment, etc and in identifying and
solving problems. The strategy of problem- solvmg prescribed by Systems Analysis is applicable
.~ atmany levels of operation that can be circumscribed a3 ‘Systems” for stu.d}f purposes. However,

the demand of Systems Analysis are tough in that they require comprehensive articulation of

the problem an unambiguous statement of objectlvcs accompanied by concrete performance
measures, realistic aiternatives for overcomitig the problem at hand, rational decision-making,
implementation of the programme designed, and’ perﬁajmance assessment. It is not only difficult

to meet with these demands, but also it is timc-consuming and consequently an expensive

proposition. In addition, knowledge, skill, eompetencc unagiation and attitude reqmred m
peoplc conduc,tmg such svstem studies 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-
.vstems studv can be successtil only with the joint and integrated efforts of diffcrent groups

of individuals. Nevertheless, the mest useful contribution that Systems Analysis will make to
libraries” and information centres in the Jmmcdnate future will be m the areas of management,
orgalmat[on and adapt‘ltwn to change - '

Svstems "Analys'isl 18 appli’cn.ble at many Ievels of operation that can be circumscribed as

“Systems” for study puzposes.’ It has been proved: be} ond doubt that System Theory and
approach have a strong influcace on various ficlds of SLudy covering the entlre spectrum of
library management @ — Plamung, and Designing of Information Systems including. corputer-
- based uormation systems; Costing and Economics of Information Systems; Staffing; Evalua-.

tion-of library and information systems, staff, future policies and direction, Bibliographic.
control, Collection Development; Library® Automation, including automated acquisition,

automated serials conitrol, automated circulation including mter- hbrarv cooperatmn Human—
Computc,r mtcrface demgn Sclection of Software Packages et

Another 111terestmg point is that Systems Analysis as a ma.uagement tool is apphcable

| to school librarics., collgge libraries, university libraries; special hbra:nes large library systems
- operatmg at the natlonai and mtematlonal lovel.

At the same tirﬁe, 1t must be stressed. thait System Analysis work is complex, dynamic,
costly and time-consuming, and results can never be guaranteed. However, Systems Analysis

can and should be used in any situation where there is a need to mcasure perfonnancc and a.

reasonable poqqrblhty of hemg able to’ develop more eﬁ‘ietent routmes

Thus, Systems Analy51s has-already been proved useful n llbrarles first by fostering a

cntmal systems approach to operatlons and problems and second[v by prowdmg librarics-
with new techniques useful in analysing, evaluating and understandlng library operations. -

The future of Systems Analysis in libraries is promising, but will riot be realised without effort

.- on the part of librarians. Nevertheless it should be realised that Systems Analysis is a tool ar
extension of management and, therefore, must be eontrolled by management and not.allowed -

to comrol or replace management
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6.11 ASSJ(GNMENT

Crmcallv examine various steps mvoived n dus 1ging and p]annmg of automated hbrary
system usmg systems analysis as a tool.

6.12 MODEL EXAMINATION QUESTIONS

I. . ESSAY QUESTIONS

1)  Define the terms “Svstem, Analysis; and Svstcni Analvéis ‘aid comiment on the
need for Systems Analysis in the [1br'1rles cmd lllfom ation centres.
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.2}

3)

4)

Describe Dncﬂx the methodology mvalved i m a formai gvsiems stud\ Commicnt
also on the limnations of sv. stum ana‘l\ 8is8 '

Draw a figurs showing the logical sequence of funcﬂons to be pCl formed ina
systems analysis study. ' -

Discuss with illustrative cxamples the application of System Analysis in librarics

and information centres.

SHORTNOTES

aj

Svstein Design

Systzm cvaluation
Plases in Systems Study

ASLIB Survey
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UNIT-7: EVALUATION OF INFORWIATION
SYSTEMS AND SERV ICES

S Structure:

7.0°  Aims and Objectives
- 7.1 Inwoduction : :
7.2 Evaluvation - Importance, Objectives and Fwe Laws
7.2.1 Importance '
7.2.2  Objectives
- 7.23 Ranganathan’s Five Laws

7.3 Definitional Analysis

7.4  Evaluation Crltena/Measures
741 Quality Measures -
74.2 Generic Measures

7.5 7 Economic Concepts of Evaluation

7.6 Applicability of Evaluation Measures
7.6.1 Relevance / Recall /. Prec:smn .
7.6.2 (Jeneuc Measures '

7.7 Evaluation of Information Systems and Serwces
7.7.1 Framework for Bvaloation SR e !
7.7.2 Evaluation of Information Services

7.8 Planning Approaches to Evaluation
7.9  Steps in an Evaluation Programime
7.1¢ Tet Us Sum Up :
7.11 References '

7.12 & dei Examination Questions:

7.0 AIMS AND OBJECTIVES ]

The aim of this unit'is to provide a ﬁamework for Evaluation of information systems
and services with a special emphasis on the various evaluation measures and their applicability -
o mform'mon systems and services.:

& After réading this unit, you should be able to

@ get an overview of the subject of Evaluation
L recognisc the 'need and value of Evaljuation

® become Famnimr w1th the framework for Evaluatlon of lnformatlon sys1ems and services

A,

®  identify the criteria/ measures used for E-_va]uation.
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71 INTRODUCTION

1

in thiS un:t, you are ‘introduced to the concept of evaluatlon in the context of mfcu malion
* systems and sérvices. In the earlier units of this block.. the téchniques of Systems Analy5.15
and ifs. apphcablllty 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 sueh

" as framewnrk for evaluation, evaluanon measures and their apphcablllty

7.2 EVALUATION IMPORTANCE OBJECTIVES AND THE
~ FIVE LAWS

" 7.2.1 Importan_ce of Evalu.ation-.:

informatlon isan aII pervasive reso urce in every human activity and helps n estabhshln g :
a contmuum from past to the present and ultimately the future. The natural consequences of
all activities.tends to generate large amouitts of data/information. This information is recorded
~ and stored only when'it is expected to have potential importance, But, its imporiance may
'declme with time necessitating a weeding process This.is eastly sard than done as [t may be
easier to retain than to throw out. : o

. As Doyle puts it “. All this is, perhaps a negatwe consequence of the nature of -
_ information, and is the price we pay for having as many units of information as possible in a .

© State ofavmlablllty and readiness for use”. This resultsin a pecullar phenomenon of “poverty
in the midst of plenty” as information accymulated, but not organised: Himpedes retrieval. In

- other words, information may be available’but not accessible which is more flustratmo than
havmg no information. [t is te eliminate or ameliorate, this situation that information
professionals have resorted to organisation of mformatlon 1nt0 some: meanmgful groupmg of
tnplcs for remeval as.and when necessary E

BN

methods for accessing information were designed: Consequently, librarians and information
scientists were placed in a dilemma regarding the choice of a particular method. In other
~words, evaluation in regard to the workability of the new, methods became a necessity. The
<coming of the computers into the information scene complicated the situation further as tall
- clalms were made However, Bar- Hl][ei rightly said in 1960 that:

“the prospeuts for efficient use of computers for mformatien retrieval have so far | been -

. .greatly hampered by inept theorizing by pointless attempts io “apply” prestige- carrylng scién-

tific, and espectally mathematical, disciplines ... and by greatly underesilmatlngthe intellectual
effort required to arrlve at'a good abstraet a good index set, and good Judgment as to the
eloseness of t0p1cs

.

- askisasto why €valuative approaches were not attempted extensively before. The answer to
this ‘would ‘be that changes in the information environment were slow ‘and gradual, giving.
suffi icient time for the traditional methods to adapt themselves to the new requirements. But,
this has changed eonsrderably, in recent times, necessnatmg applalsal of new methnds

Tk,
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In view of the emphasns on mformatlon retrieval during the fifties and s:xtles numerous

[n other words, it became obvious that claimants of novel 1deas shnu[d prove the[r
. worth IJy evaluatmg them in real-life situations. At this juncture, one question that one may
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The evaluation is also essential to assess the level of performance arid ifr
look for ways and means of | 1mprov1nb g the dct1v1t|cs and services in order to attai

tives.
7.2.2 Objectives of Evaluation

It has been said that evaluation of system/services/activities is-done with t
of improvement. Specifically speaking, the purpose of evaluation may be :

*  To show at what level of performance the system/seivice is operatit

* To compare performance with otherlibraries -

* To justify thc system or service's existence - - by an .1na!y5|s ofthe
between benefits and cost.

" To 1dcntn‘y posmbie sources of fallure or meff'cnenc_\, in the service
to raise the level of performance

Echomg S|m1lar views, Welss argues that most eva]uatwe decisions r\,]ale t
‘howa fibrary should :

* IContinue a program

* Institute similar pmgr;nms elsewhere

* Improve Iét‘s p'rapt.i_ces 0:; procedures

* Add, drop or change soccific prograniiﬁe strategies apd_ teéh-niqucs
_Aliocate résélzrces amdng.co}npeﬁng ﬁrbgrammes

L . |

Accept or reject a program approach or theory

Thus, one can see that every system/service is evaluated at four levels i
efficiency, effectiveness, cost-effectiveness and cost-benefit wherever and wheng

Evaluatton ofmformatmn s also e%aent;a] to 1de1‘{zfv the relevance of exist

in the changing environment and availability of Timited resources . This wifl b

provide necessary information for decision making and contribute in development ¢

_ activity. The evaluation could be of coliection, performance budget, expenditure
Dr S.R. Ranganathan’s Five L_a(»:, can be adopted as principles for evaluation,

- 7.2.3 Ranganathan’s Five Laws as Evaluation Principles
In the context of evaluation, perhapsl, 'one'can adopt and use Ranganathan’s

Evaluate Principles. The foflowing are the Five laws and their. implications in
- process, of evaluation. '
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- *  BOOKS ARE FOR USL L o o

Evaluate collection and services - - carried to its logical conclusion, implies
consideration of Cost-effectiveness i.e. Cost per use-of Services

* EVERY READER HIS 7 HER BOOK
Assessment of availability and accessibility
* EVERY BOOK ITS READER
" Assessment of exposure as well as accessibility
¥ SAVE THE TIME OF READER
Internal efficicney of the library to make bilﬁliogrdph—icai resources accessible in
ways that are most conven ient to the user, thereby increasing user satisfaction
and simultancously minimising time loss to user,

* LIBRARY IS A GROWING ORGANISM

isthe iiDr’m‘u adapting 1o the Chdl‘lgll‘ ) mﬂsai conditions and aef‘hnoloﬂtcal
iMe opments? '

7.3 DEFINITIONAL ANALYSIS

In attempting to discuss the subject of evaluation, it would be helpful to provide
definitions of them:

ay.  lhe purpose of Evaluation is

The process of dgternmining 1o what e‘(lenz the objec tives arg actually being
aghlcvcd

Providing information for decision making

¥ The comparison of -Jerh)r mance {0 some stdndards 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 formatwe evaluation. it is used for the improvement and dwelopment of an
ongoing activity or programme :

‘In summative cvaluation, it serves for accountability, eertification, continuation
or selection .
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A third function is psycholoyca] or socio-political. More than one function can
be aerved - En motivate, increase know]edge, gain support, and promore public
relations.
¥ . -_ . .

Thus, one can see by-implication that evafuation involves: Focusing the evaluation,
designing the evaluation, collecting information, anal)singand reporting information, inanaging
the evaluation and evaluating the evaluation. Few terms used i in evaluation are exgiained n
the followmg paras

b} ‘Performance is an indication of how weill a service or actmty i1s perfo med and
can be measured in terms of the input costs and outputin terms ofquantlty quahty timeliness,
dvallablilt}, accessnblhty etc.

c) Effectweness is measured ﬁom the per:,pectwe of users, which include user
satisfaction with a service; amount, purpose and consequences of use. Perhaps, lmproved
' quallty, timeliness, and avallablllty Wou]d result in greater uscr satisfaction and increased use
of services.

d)  Measure is gencrally used to mean any process describing in quantitative
values : things, people, events, etc. It also means the value being measured.

7.4 EVALUATION CRITERIA / MEASURES

The obsjectives of evaluation . especiaily exposure/accessibility goals, provide an overall-
framework within which the fol]owmg criterta have been deveioped The key terms used in
- the framework are '

1) Cost - refers to the input of lesources to a system in terms of monetaly units :
D|rect Costs, Effort involved (Cof;t of User’s own tlme) etc. . '

1) 7 ._Response Time -

fii) Quality - Coverage ofcoltcctlon or database colnpleteness) Reca]l PI eciston ;
User Effort Nove!ty Accuracy of data

“iv)  Generic Measures - Input cost neasures, Output Measures, Effectiveness
Measures and Domain Measures.

Lancaster has given examples of possible criteria app[:ed to various services in the
.toliowmg table : ‘ -
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Table-1; Pos’sible_Perfdﬁnance_C"ri.teria for Library Services

‘Criteria

Technical Se‘rvicé.s B Public Services
QUALITY b, Select:on and Ac utsntlon I. Range of services offered
_ q ang |
-size, appropriateness. ' ' .
and baiance of collection - 2. Heipfuiness of shelf,
' ' : ' shell 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
TIME 1. Delays in acquisition 1. Hours of service
2. Delays in cat'}iogumg and 2. Response time |
other processing ) ' o
3. Productivity of stait =~ . 3. -Loan periods
COST i ‘ 1. Unitcost of purchase 1. Effort to use
' 2. Unitcost of process - Location of library
- Accession ' - Ph)ISlLdI Accessnblhiy of.
+ - Classify collection.
- Catalogue o Asmstdnce from qtaff
‘ : 2. (Jhdrges fevied

Inthe suéceeding)s'u‘b'-sc(':tions, the di'ffercl'it_ types of criteria/measures are discussed in
~ detail. - S '

7.4.1 Quality Measures

While cost and time criteria are obviotis, quali ltv measures are Iess obwous Two ma|0r
quahty measures of success as applied to mformdtlon services are

- Does the user get What he is_ Seeking ornot ?
- - How completely and Jor accurately does he get it?

.= In other words, the measurcs pertain to coverage, recall, precision, etc.-
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i) Caverage:
Coverage is a measure ‘of the completeness of a collection or database. It is
recall in that it is I1l{ely to be a concern only to the user who needs high recall i.c. ac

sive seareh

i Relevance:

related to
mprehen-

Wherever.cone talks of information retrieval, one term which assumes significance is ©

retevance”. But then, the question -” What is relevance” is difficult to answer.

Yes - No,

either - or approach to relevance is index term assignment is difficult. Thus, a term can be -

_ assigned to.a-documentona welghted basis, the amount of wetght depen dmg on the probability

that a searcher using that term would find that document relevant. Maron called this new

dppmaeh as * Probabilistic indexing”.

The idea of‘measuring relevance spread to the Cranfield project. Golfiman was

suggesting

‘that relevance is not intrinsically a measure. because it is not additive. So the question turned

not o * why relevant”, rather “how relevant”. But; in 1967, Cuadra aj.-nd Katter p
" paper éntitled “Opening the Black Box of Relevance” wherein they reported the
varymg the questions given to relevancejudges by informing them’ what the retricved
are uscd for.

for exampie:

* Use in stimulating ideas, creative approaches

- Use in refation to a speeific task -
¥ 'Use in preparing an exhaustive bibliography

and the authors concluded “ Thus, it is possible to obtain higher or lower releva
simply by telling judges how documents are to be used”. This is essential as otherw
wolild make their own assumptioﬁ leading to variations within the “black box of r
Nevertheless, the concept of relevance continues to be used as can be seen from th
relevant Jjudgments are sought for from users, n the context of SDI (Selective diss
of [nformatlon) '

iti) , Precision:

_ Precision is the ratio between the relevant retrieved and the total retrieved dog
a literature search. As a matter of fact, it is the measure of the work still to be done in
out irrelevant matcnal at the next level of search. For example, if i’ retﬁevmg 8w

92 unwan{ed) we say that the precision ratio is &/EOO or 8%.

ublished a
effects of
locuiments

1CC SCOTes -
ise judges
>levance”.
e fact that
emination

uments in
SCreening
anted and

Simitarly, if an index retrieves a total of 50 references i rcsponse to & question, out of

which 40 are relevant then the precision ration is 40/50 X ]00 30%
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In the context of evaluation, the following common frame of reference would be useful:

" Relevant Not Relevant Total
a b ath
Re_tricqu Hits Noise Total
Retrieved
T C o d , ct+d
Not Retrieved Misses - Cortectly * Total
- rejected . not-Retrieved
Total ate b+d _ atbretd
_ Relevant Not Relevant - Total
- Collection
, a .
Precision = . X 100"
atb
Relevant retrieved
ie, = X 100

Total Retrieval

It may be asked as to why irrelevant material are retrieved in relation to aquery. They

are usually retricved because they contain combination of words, terms, or phrases that matched

“those in the search statement. In other words, retrieval of irrelevant material is unavoidable.

Further, studies have shown that parameters such as library size and topical apecrf' city influence
the number of irrelevant retrieval.

iv) Recal

On the other hand, Recall is the ratio betweeri-the number of refevant documents and
the total reievant in the file or system. Forexample, usmg the common frame of reference,
Recall may be ‘:Ilown as follows:

a . Refevant retricved
Recall="" — X 100 ie. X 100

atc Total relevant

- For example, if theie are 100 documenls elcvant i0a pdrtlcu]ar ques‘rmn in a file or
system and if 60 are retrieved and 40 are missed, then thc recall ratio is

60 .
- — X 100, 1.e. 60%
100

—d
3
o




- as 20/60 (0 33)

Whrle this may be a useful measure, there is the problem of determmatlon of the total

number of relevant documents in the fi le/system unless one-scans the whole ﬁle/system e

o completely “For large: collections, this,is exceedmg]y nnpractlcal” But, Salton s_ugg'estsa
number of alternatlve methods for thls purposes They are : ' ST

. a) -Use of samphng techmque's
5)  "Designation of source documents. N :
. Scanning of condensed formats mdexed by one of the and’f’ Wb’rds in asearch
. Tequest.. ' : S ' 1o T
- Conducting a- number of. searches usmg s the same search request but'diﬁerent '
. 'search methods i word systems thesaurus statrstlcal phrase etc ; e

. Perhaps the measure of' the completeness of a search in-a, database IS re Fe'rred toas .
Recall ratio. o : : : : : S

v Novelty

Novelty refers to the newness of mformatron suppl;ed by aservice and is of 1mport'ar1'ce-
-in evaluation, especral ly the Current Awareness service. itmaybe consrdered as.an extension
of precrswn since it represents the percentage of relevant items retrleved durmg d'search that
are new to the requester: The eyvaluator can determme the novelty ration By using two- dll’ferent
formulae - - by either dividing the new. and relevant reference by the total references retrieved,
-or by d1v1dmg the'new and relevant references by the number of relevant réferences fetrieved.
“ For, example; if in a ‘search. for which precision was 60180 (0.75) and:if 20 of the relevant -
* itenis were new to the requester, then the novelty ratlon could be calculated as 20/80 ('o:_25') or i

; "1-7;.\4.2-_ Generlc Measures'

; There are four genenc types of measures for the evaluahon of 1nformat1 01 sys,tem_sf?
. centres They are : : ;o S : ST :

‘Input'c"ost measures , o L S
OutputMeasures S A I T EEET

: EffectwenessMeasures L AP T TR
- Domam Measures S

R ow '.:

Whlle mformatlon centre management can have dlrect control over. mput co? t arid output
_‘megasures, and to a lesser extent on.effective measures; it has absolutely no conIlro] over the -
domam measures The management concerned can change the 31tuat10n through tra n:ng, firi rmg, :

re- hlrmg, etc.
) . Input Cost Measures
As the name suggests itis the overall cost of all resources Capltal staff] eqtfipmertrt, o _ '

faclhtles mformatlon supplles adm mistratwe and support staff etc - - applted to the operational :
functlons and semces o
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i} Amount of resources o
i} Attributes of the resources .
i) . Amount of money applied to the service

The following table indicate clearly the quantities and attributes of the resources. .

 RESOURCES AMOUNT - ATTRIBUTES

Manpower No. ofpeople - Level (Professional,Semi-
o o - professional, Clerical)

-No. of hours . Competence (Knowledge,
worked ' skilis, attitudes)
o Educatid_n_
Expertence
Collection B No.of Titles in Type of Material (Books
> ' the collection “Periodicals, Reports,

Audio-visuals, ete.)

‘No. of Titles . Type of Media (Print/

purchased ~ Paper, Micro-form,
' Electronic) '
Finance/Cost o In Rupees, D_o“ars, - Funds Allocation
: Pounds Sterling - Application of Funds

Fixed Vs Variable

i)  Output Measures

‘Similar to input, output measures refers to the quantity of output and attributes associated
with output such as quality, timefiness, avatlability and accessibility. '

1) "Qutput guantities pertain to operaticnal functions and services and involves the
numbers of transactions or items provided. Forexample : Number of documents photocopies
provided Number of searches made, Number of documents classified/catalogued, etc.

2)  Quality measures are applicable to operational functions and services. For
example : accuracy of classification/cataloguing, 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 a2 whole. Where it ig

‘not possible to measure quality directly, scale values are used. '

3)  Timeliness is a measure appropriate for services. This would involve establishing
a relationship between the response time {(of the system ) and the required time {of the user). .
Obviously, if the response time is earlier than the required titne, the user is happy. Ifit.is later
than the required time. the user will be very unhappy. Like in the case of quality, timeliness -
can be measured in relation to specific units of output. :
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the scrvice/
or example, .
ty. Physical

4y Availabiiity and Accesszbrmy is comerned with the distance of
information centre to the Users, or. in terms of a surrogate measure such as time. I
- the amount of waiting time for a service: is an indicator qf sérvice accessibil
" availability and accessibility of the item is anotlier important factor for output.
iii) Effectifcness Measures-
bns, such as,
ffectiveness
ly it is used.
bn centre and

ThPse measures relate to the effect ofthe services on the user’s pelceptn
amount of use, purpose and consequences of use. Itis believed that the degree of ¢
* of an information centre/service can be gauged by how much and how frequent
This would be reflected in the number of visits made hy the: users to thc, n formatig
by the quantum of documents cu‘culated : :

indmduaily speakmu cach service and umt of use has assocmted attrlbunes that Lould"
affect the exrent of tise. These relate to user’s perception of service performance, his expressed :
satisfaction fevel. hm perceptlon of impoﬁance of serviees prov:ded the: purpase for which
- they are used. and conscqu(,nce‘; of their usc.. '

iv) , Domain _M'ea'_sur'es
As the name indicates, domain measures pertain to the cnvironment of the information-
centre, and mc:ludmg nser popula‘uon and satisfying of their informational needs. But, as

mentioned earlier, ‘the ;mormatmn centre imanagement has almost no control
| measures. However knownw about them fauhlateq manager ial demsmn mak1

over domain
ng.

7.5 EiCONOMIC CONCEPTS OF EVALUAT]ON

One may also view evaluation of mformatlon systemq from an economic

which would involve evaluation of the system in terms of user satj sfatt:on as we

of its worth i i.e, whether or not the services provndcd_]ustqf} the cost. .

" hus, economic concepts relevant in the evaluation of information syster

LI CO%‘T - - which refers to the inp_u-i: of resources 1o a syster in term
' unm (Seutlon A) : ’ ' ‘

e PERFORMANCF - - re]ates to attrlhuleq dlrect]y controlled by the systein_ such \
'as Recall Precision, Speed or Response efc. (Sectmn B)

* BENLH IS - - are Lhe consequences of system performance in 1er:rns of value
retusn’ on uweslment eh‘cct on thc behawour of user. eu. (SectiontC)

* VALUE -- indicated by intcmatidml contacts 'opening of new viewpoints, time.
3and cost saved and hence duplication of effort avmdcd The value also depends
upon rellable and upd'ltedness oft]u. output ‘

* COST EFFEFT'IVL‘N"'SS EVALUAT]O\I -y im.po'ss’rblel wi

.knowledge of the: pu[ormance and cmt of the system. It sh
'performance can be improved at.an ducept'lble cost, Or at no

point of view
H as in terms

ns are:

s of monetary

1th’0uf prigf)r ‘

OWS whether

coSts,-ca'n be.

reduced without unduly affecting performdmc While looknno'af the cost

effectiveness, guality 1s ot compmmlsed
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R JUST %H\EH 5 i\i U A"“EON -~ isa melhocﬂ which mvo!ves f"ndmg dwa}'
- of expressing different costs and bene fits in common monetary terms, Foreg,’
Ratio of qervlces provided at total cost; Ratio of tota] services cxpendlturc to

LUSETrs: '

It may be observed that while economic concepts of cost and performarice can be related
to the put cost and output quantities. bcnchts and valuc can be correlated with the effective
measurcs mentioned earlier,

7.6 APPLEEABE LITY OF EVALUATION MEASURES

Eva[ualmn ot Iniormauon Systems and Services | 15 nOt a recent phenomcnon but staried
way back in the fifties. While many evaluative stidies have been conducted, the fietd seems
quﬂe hazy as many have made critical observations on the methodologies and technigues
used. Many a pel son have questioned the validity of the various evaluative measures used in
assessing relrieval effectivencss. Asa conscquence new measures have been evolved. Atthe
same time, it.must be mentioned that evaluation measures by theniselves do not always provide
sufficient information. However, refationships cxmmo betwwn them may be good indicators
for evaivating information systems and services. in the succeedmg sub-sections, the
applicabiiity of the various evaluation measures te Iniormdtioﬂ systems and services is dis-
cussed.

7.6.1 Relevance / Recali / Precisim_l.

Rc]cvame ts considered as one of the 1 1mpo:‘tant criteria underlving existing: per‘[‘ormame
mcasures and is also the most debated in information retrieval research. There does not seem
t0 be airy consensus among the experts on the question of relevance of Relevance, In'relation
1 st of the evaluation stume' Refevance was applicd to staled requesis. But, it has now
been realised that the user’s requests do ot retleet their information needs: Therefore, the:
cureent view scems 1o be that relevance should be judzed in relation to needs rather than

restricting to stated requests. But: whether thls would be possible in an operational enwronment
in lchtmﬂ 10 each qtated request is a controversial matter,

On the other hand, recall and plLC]SIOl] wlmh are relevance-based measures are well
known, commonly aceepted and widely applied in all evaluation studics. As a matter of fact,
they arc considered as traditional measures of éffectivencss. Between themselves, recall and
precision have been found 1o have an inverse relationship with each other. While recall-
precision measurements have dominated in early cvalnalioh studies. the maim assumption thar
the average user 1s interested In retrieving large amount of relevant materials { producing a
high recall performance), while at the same time rejecting alarge proportion of the extrancous
items { high precision perfo:mance} may not alway.s be satisfied (’Salltm 99’?)

_ Another point made by Sql(on in llm context is that recall; in ]:)Elr'[lcllldl is apparently
'mc.ompanble with the Utility - Theorelic approach 1o retricval. ‘10 essence, it means that
retricval cffectiveness is measured by ‘determining the utility to the users of the documents/

' mformation retrieved in answer to a user query. It is quite possible that documents retricved
may be relevant to a user query, but at the same time uscless. Un the other hand. if ihe 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, preuslon

[measure alone may suffice. . ] .




R (52, 1992)

B generation of a large number of seivices-and hence it would be difficult to estimate §

"

Th is apart, recall may be dlfﬁcultto unplement because 1t woulel requrre the kn

&

leedge

of ail the relevant documents. in.the collection with respect to-each query. Thls requurement

) '_perhaps would be lmpractlcal n the case of large operatlonal systems
- Precrsron on the other hancl hasbeen vwdely used as A measure of retrleval effec
-sucoessfullly But; lnterdctwe inforination retrieval, while | precrsmn was not a good

for-information retrieval performance recall was considered- niore important: in iH

. evaluation of information rerrieval success This necessanly would have 1mpllca
future IR evaluation and proper mterpretatlon of prewous ﬁndlngs related to p

: "7 6 2 Generle Measures :

The generrc measures used for evaluatlon are the mput cost measures, output I¥

effectiveness meéasures, and domam measures (Sectlon 7.4:2). Whlle thie first twol

measures are concerned with mformatlon centre operatlons and heip to establlsh the perl
- of resources, the effectweness measures are those inivolving the 1mpact of the inf
'~ cehtre services on the user’s perceptlons On the othier hand, domain measures iny

' descnptxons of the emnronment m whlch the mformatlon centre is placed

& . .
. | P

W ][n-put Cost Mea‘sure's :

Wh1]e it may be possrble to ldentlfy lndlwdual operatlons and services, dlfﬁcu
‘up when one fries to cost the resources expended in relatlon to each operatlon and sery
'example -

- az)-_'.'

: operat1on sfservrces

_ h) Calculatmg manpower costs poses problems asone and the same perso
mvolved in more than ‘one operation ‘and service and it would not. be possable to
E clearly the amount of tlme spent: by him relation to each actlwty SR

There rs the problem of dlstnbutmg costs pertammg to overheads o ir

e o Since, operattons are meant prlmarlly for the generatlon of services, costs
o on operatlons. should approprlately be transferred as associative costs while costmg
© This'is ¢asily said than done- 4s one and the same operatlon (or operahons) are’inpu

_'assoc1atwe ‘cost of each’ of the services. In'addition, there is the questlon ofdeprecu
~opportunity costs. In.other words, eostmg of operatlons and services isnotan easy ta
would like to 1mag1ne : L '

i) Output Measu_r.es' '

These pertam to the quanttty of output of service and opelational functlons

" unit ofoutput has inherent attributes associated with it such as quahty, timeliness, ava
- and. accessibility.. While estlmatmg quant:ty may not pose serioug problems det
o qual!ty is. problematic as it is difficult to identify and ‘measure qua[aty attributes f
services.. Further quahty measur es such as relévance of search outputs or level of e

I'
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| of activities are diffi cult to determme as a certam degree of subjeclavlty (of the evaluator)

would be involved. In addition; quaiity can only be measured for spec1fc units of ontput. and
not for the output as a wholc The sanie 1s true of tlmelmess '

Whlle availabllrty is, perhaps measurable in relatlon to a service as a whoie, pcrceptlon .
of acce551b1l|ty from the user’s viewpoint is difficult to gauge. This has 1mpltcat10ns in that
the user’s perceptlon will have a direct impact on the amount of use whlch is an effectiveness
measure, : : -

-iil) - Effectiveness Measures:

The amount of use - - an effectiveness measure - - is influenced largely by the service
attributes such as quality, timcii'ness', availability and ac’cessibility i.e. the output measures,

While specxﬁc values cannot be assigned or’ mcasured in relation to user’s perceptlons

“of service performance, user satisfaction, importance of services, general ratings are possible.

l~urther 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 in terms of its worth
-~ which include the economic concepts, benefits and value. Benefits of services rendered by
a non-profit making organisations like a library are hard to measure as it involves the
determination of the degree to whtch they contribute towards the attainment of specﬂ'c
individual goals like :

* . Usefulness and influence d_;_; usr’sﬁctivities énd ﬁrogralns
* lncréasé_ in revenue and profit,
x -I'm.pr_ovement of persohné‘l:]-)erformanc.e énd proc.l.ucf[ivity
* - Increase in individual creativity-
o Reduc_t_ibn of'tir_nel and m{.)ne}:f invested in acquisition of information |
*. Cbsi 'reductiop throp_’gh el'im:i_ naiton of unnecessﬁfy ‘-research.l _e‘tc.
#*

Attainment of social goals like - - improvement of]wmg and working CO!'IdlllOl'lS
~withina soucty elevation of general level of education, etc.. '

Cost-benefit studies can be used for ef_?ectiveness measure studies.
"iv) - Domain Measures

Domain measures are dn‘hcult to control by m'mdge:s and hence havc hmltcd
appiicabtlllv m evaluatmn 01 mf()lm'lllon qystems and services.

7.7 VALUATION OF INFORMATION SYSTEMS & SERVICES

As mcnnomd in carlier- qu,tmns evaluation of mfmmalmn system or service is LSSeﬂlla]
to identify how ef ILLtwe]y the system or ser \»|<.e is meeting the }Joclls and Ubjuctwes 1dcnt:f’ed
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at plannm& staue It is-also neeessa:} to identify the aleab or finctions er activiti
cvaluated in order to 1mprove them or to take co'lectwe action. The-evaluation is
job as technigues for measurement or evaluation are not developed. Evans sugges
of the current evaluation methods consider total library performance and it is eriti

¢y are to be
not an casy
ts|that none
cal to nmke

valid evaluation. Therefore, prior to.evaluation. it is necessary to have discussion of the purpose,

method of evaluation and reasons for evaluation, It is necessary. to keep inmind thar the same - -
Evaluaton iechmqueq or methods may not be- 1eievau‘r 1o all the functions or activities. Thisis

-an ongoing process. limay be essential to. remcmber that 2 single measure may n
Lﬁedibﬂi‘[} More details regafding the evaluation of 1m‘ormat:ou b}S[elTls and
dl‘;cusqed in the following Sections. : :

. ‘7.'-7 .-'1_ Fl*ahiewﬂrk for In'fo'rmation Sysienﬂ /'Cent_re' ,Ev'alua.tilou-

of stand the

" This framework involves three dnnensxons - {a} concerns’ evaiuatlon of uﬁormalion

' centre service pe!speetlve user perspective, user 'S orgamsdllon perspectwe {b) relates 1o -

’mnctmns which consisi of activities necessary 1o perform functions and resources necessary

0 per‘rorm ﬂie amvlt:cs and (ej concerns mputs and outputs for \.&Ch funetlon or 5
aeuwt) ' :

7 7. 2 Evaluatlon of Informatmn Servnces

Informatson Servicas can be ev aluated using the erlterld/ measures dlseusse

er_viee and

to the 1nforma110n serv:ces by taking examples of Ref erence Servuce and Current Awareness

Serwce

a) Reference Serviees.

Whenever the term “Reference Services” is mentloned dlfferent people have different .

mterpretanons To some, reference services are of two types - - Short Range Reference Service

andZong Range Referenice Service(Ranganathan). To others. there are four types ~-Directional -

. quesiions which require only a location of a particular item, source or: service ; Read Reference

- Questions which require a single, factual and uncom pllcated answer from a standa

work ; Specific Search Quest;om which require more inf ormation of a sub|eet and are generally

answered from one or:more books. articles, bibhogbraphms or encyc!opaedaa Research
Ouestions which reqmre more information on often eompheated guestions ang which are’

answered from sources contairied both within and outside the library.

Based on a survey of studies Undeﬁqken the foliowmg questions have bee
(Lancaster 1991) for the evaluation of
referenee services

1 sulggcs1e&

w0 'T()_'\'ivhat exte.n't_.is.'t:he poter.l.{'_ial c__lien‘rele aw;ife that fe_fefreljee se.rv.iees are provided.
| f? - To whaff exte_nt_i's_ ﬂ_f_e itbrary effective as 2 source of feferesace infbrmatie:n‘?
% How r.n.a_ny and -whatl' typ*’ of q'ues.ti'or_is does the ‘Refefence_ u‘ijit*reee‘v'e‘?. '-
| ¥ What p‘roport'ieh of tl’le-qeestion‘s'dolesﬁ .‘Lhe staff _of-sierv-i-ee_s aﬁeinpt to answer?
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74. Therefore, keeping the criteria in mind, a set ofquestlons have been suggested in relation”
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* What probér-tion of'qlfestion_s are z.l.nsw.e‘re.df’ N
I What |.I.Jro].)o_rtlion of al!. the answers given are com pléte’; aﬁd corll'.é.c't?l_j‘
* Whaf are t.h\e recall;precision a|l1d h'uveity rattos in‘regard to the ref‘érence services _
_ inldivi'du'ally and overall? :
o Tﬂ).whét.extent are the usérs satisﬁ_'e& with the answers giﬁep‘? |
* - What 1s the respo-nse _1i'me'?
.

‘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 serviges. Tt may be necessary at times to sub-di\_fide each question into a number of
sub-questions to get the appropriate responses. - o '

b)  Current Awareness Services / Current Awareness Bulletin: J

- Current Awareness Services are devices meant for the speedy announcenient of newly
acquired information or documents in which timeliness is the essence. Current Awareness
Bulletin (CAB), a Current Awareness Service, is-an expensive service and therefore a fit

candidate for evaluation. It has to be done periodically to ensure that its performance is

satisfactory.. For this purpose, answers to the fol lowing questions have to be s ought from the
users/clientele: - o

1} Are you rgéeiving the CAB being i:ssg!e'd from the inforl mation centre? .
ii.) Wh.ic.h CAB db you receive and h'OVvI’ freq uently ;fo y.ourefer toa spe(.:i'f;lc issue?
1ii) W_h.at is the.!ast CAB y0‘u have rgferred _Ito 7
V) -App;‘o.tim'ately how many issﬁes back was the last bulletin to whiéh you feferred?
v) Howm ;léjl time did you spend...using ﬁic bulletin ?
'vi) * How many items did you read ? Fbi' what purpose were thgy. useful ¢
vii)  In what wa_ys: wzis the last CA.B-\‘bénéﬁciai ?
vi) If tlﬁc CAB was not provided, how \);sfottld yOL-l -hzive.: id%:n tified the iieeaed sources?

ix)  What would it have cost you-to use the other refe-rence soyrce?




Rate your Ievel of satlsfactlon in regard to: Currency of entrle' inti

Coverage npii SRR L i ST SEELE
. Quality of reproductlon
- Format

. N N £ ...
aest Ty i
CHPERIEI

T
BISEIEIE i

5 (,.Delay ofFeCeipticte fiovig

. What:is your: ommon regarcfmg (& i porfance o the CA

wey it

YE

soreX¥ g

L LLrgie
R

(R B T

LR NS A1

xii) Any other comments you w1sh to make ?

PR i L
Perhaps it would be useful to makc a permdlc evaluation of the mformatlo

its services, which is ilkely ic provide an apportumty to mahage hr. w1 takP nec;
fori improvemen‘t if necessary

¢ ':Jéi':' ;

2 ;_-C 1k

L mrd
[ERa* L AN

°v!|} 'r"i’ir I

eCAB_

1 centre and
2s5ary steps

78 PE’KNWN@“APPROACHES TO EVALUATION

§13 A ERER

Plan in great detali before you begm Specnfy each step: who woulc
mformatlon

adoptéd’™ it

aj

when, where,,and how 2 What are: thefmethods a%afan

sllowing the, evalyatlon a5, itleads:you;
v o ahytlnng m “Advance! tiit take'demsmns as and whenr necessafy

T Vhy LTER

i ;‘warram‘ed Be reafiy to fake’ advantage of[c anges‘and respond Toe)
needs : :

collect the
ﬂvsi‘?to be

79 STEPS INAN EVALUATION PROGRAMM‘ T

 Defining the purpose and scope of evaliation &itaiid
capabilities and . weaknesses of the system / service / product, (record:n

performance Loyerage:and processing, €05t *reéponseﬁme ciuahty, cOst-e
uost—benef' t, etc)

i)

preparatlon to as

ff:

TRV CTENE THIE

g byrregmn
HTEA

Ll\ HH (?

DESIGNING THE EVALUATION PROGRAMME involves the prepara tm

of action (Data ldentlf" ication, Data coliection pmoedures‘ Analyncal metho
~used and mterpretatlon of results) :

i)

EXECUTION OF THE EVALUAT[ON PROGRAMME mvolves actual <D
data based on the deqlgn fi nal:sed in l;he earl:er stepe
ANALYSIS AND INTERPRETAT ION OF RESULTBV involves the. apphca
evaluation measures; ideiififi catlon ofthie characterlstlcs ofthe system - -its str

-« and preparation of the report by the evaluator with recom mendahons ont
be taken fori improving performance

i)

seas 3k A b el

TR 4

iv) '_
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vy IMPLEMENTATION OF RECOM
(Lancaster) o

ONS by, modifying the: system ;

ERAAN Y L S FTTT T e Yo

Evaluation of information systems and services is a,necessity.if they diave to fifhction
- g - T AT T L T Tl A P BRI TR B TS Bt el gt LA
etficiently igng’ -’\effecilve“!‘y-'m"i‘n?@f’inatmﬁ providers. However, they should be done on a

continual basis as those done once in a way may salve immediate problems with [ittl& or no
SRR e S VR A L s e b ek

i

impactinthe long ratigs! "B, for'eValtlation: heasures of criteria are needgd., Fhese, however,
by themselves do not always provide sufficient information for operational decision-making,
designing, planning and so on. For exampie, beinggﬁ}a\ffane af or knowing the igput Cdsts or-

iy . IR I RIS I RN S T R S 0 T 3 ! ; .
output quaniities would b e 1g meaninatul as considering them together j.e. cost per
] o =

transaction or number of transaciions per inputcost. Hence, it would be worthwhile to identify
relationships among measures which, in their turn, would be good indieators fofievaldating !
Information systems. For exam ple : relating of output to use will he effectiveness indicator;
and relating use or potential use to domain will be imipact indicators, roimiiaed - fx

b

To conclude, evaluation is a form of inquiry v«l]eyg,};r;ggjl;gqq produdt is:information,
While information is power, evaluation is powerful. ' : ’

N . ozt .=
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7 12 MODEL EXAMINATION QUESTIONS

L -ESSAY QUESTIONS

'i) -+ ‘Definethe tenns-“EvaIuatlon Performance Measure Effectweness and disc_llss" '
- the need for evahmtlon of mformatlon systems and serwces :

| 2) s What are the crlterla that can be used for evaluatlon studles ? Bneﬂy g wé detéii__s-.

3 '.Dlscuss tl‘re appllcabtllty of evaluatlon measures o mf0|mat10n systeﬁj‘s and-
' '_serwces.'- . R e L .

4) _D_e-scr_:beafram,eworkfor information cenire evaluation. - .

BINS --SI'-"I(),IR;I'?'NO_:TES..”_A'- S
ay _. Evaluatlonmeasures
by _lEbsf-‘B’eﬁéﬁtie.\‘w;a.fué.titl)lfi._. B
c) "Prec'i-s_ibn’ D
) Recall B

e) Rélévﬁhce N
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" UNIT-8: MANAGEMENT INFORMATION
. SYSTEMS (MIS);

'Strinct‘u;re o

©l 80  Aimsand ObJeCtIVGS
- 8.1" Introduction : :
82 "'MlS Defn1t10|1 Elements and Functlons
' 821 Defi nition . -
83.2 © Elements
83.33 "Func':tio'nq

- 83  Why Should Managers Know ahout MIS ?.
8.4 . Characteristics of M[S '
85 Plannmg and Des1gnmg of M!S :
. -.85.1 . Planning
A _-8.5.2 o De&;lgmng

, 8.6 Physmal Components of MIS
86, 1 Database '
872 Hardware o
8.6.3 - . Software -
. 864 7 'Pro{‘:_edl.ires_
8.6.5  Personnel -

+ 8.7. Problems of MIS _
"8.‘8_-’ MIS vis-a-vis Other Systems L - : I S
; -8.8.1 ' Data Processing Sys‘tems and MIS o L
8.8.2" Information Resource Managernent and MIS '
8.8.3. ~Decision Support System and MIS -

. -89, Reasons for MIS not being Effectwe
o _8 10 Appl:catlon of MIS to various Orgamsatxon
8.10.1 Service Sector :
8.10.2_ MIS fOl'_ LIS -

8.1 LetUs Sum Up ST
'8.12 References and Recommended Books _ i
8.13 Assignments- g :

8.14 Model Exammatmn Quest:ons e

8.0 AIMS AND OBJECTIVES T

- in thlS unit we dlSCuSS the concept of management mformaﬂon system and' its relevance L
Cin the managcment of library and mformatlon serv:ces ' : :
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T N
AMiL nd | its | elements,

. ;;l;.)laiin the need and functions of MIS

‘® - describe the designing on MIS

EUITE

s "appl)lr MIS for L&T Service Organisation ;.

8.1 INTRODUCTION

AU R
Each'and every ofie of us require a wide variety of information in order to carfy out our
daily operations. We all spend a large part ofounwarking as welk-asipersohalitimé o Eolledtd:
~ ing, scarching for and absorbing information. Thus all of us manage: inforimations whethor
knowmgly or unknowingly, S ; Liws(l b ; ER

o i

SETEEE

Information processing is a major socictal activity. l’nformatLQ;ﬁé playsca crugifd fole in’
our personal lives as well as in the working of organisations. Various studies conducted in the -
early 70s showed that nearly 80 percént of a typical cxacu!@ygs Hme is Spent i, the p oeessingy
and. communication of information. The sources from whéfe informa _g}ﬂiﬁﬂgfllectq sapd the

format in which information is stored are also widely varied. In an q'fga“ ion'a fuber of
“people not ‘only need a wide variety of information, but they also gén 1 _nforméiﬁég. For
2 o fhe entire
:guumgﬁpwyn of

achicving of efficiency and effectiveness in the functional units 4

organisation cfficient management of information is. essential, HoWE

multifaceted and massive information” in any organisation, be it an’ithfstry, busirigss firm,
service industry like library and information service is not an easy job.

EATERT A% T
R =, . ‘ . ) _ s b N .
The emergence of computers and the rapid dcvelopm&mtstrn’lﬁi%m?dﬁcrftei': 10logy
: P . . i . . . 1 - . R oy S S PE L
has given a new orientation -for informationy ogessing=and’ dissomination T hig 1é “to the

emergence of industries which mar};:}:_.t;.iigfgn,m tonrather than-physical:prodiets and Yerdices.
L ; i

oyt T D ...,.._-]i.;‘f_,: :
Under these circumstances ( M]S)'Mi“'lagc’nﬁ?‘il;tfﬁifﬂ{‘??ﬁgoﬁﬁfi52515%51_155 eoncbpiChas efldiged.

_8.2 MANAGEMENT INFORMATIQN&YSTEM; $ESy wioesed] 02

DEFINITION, ELEMENTS, AND EUNCEIONS! o roimitagss 015

: L e

| R

| | iti o . : SR el PURA L0 E
8.2.1 Definitions -~ - | 2114t 211 _

Fyoa
ti.d

There is not consensus on the definition of the term “MIS™ Let mé hefe Gutling .gg)m; 1
of the familiar definitions of MIS. It may help you Anwldbestiding Whit 4l MfS‘“i‘iﬂzifq’s,'-ag j {
well as its usefulness in the management of mformation. E goaadt o

aereiie ) notsslnent lvbobd  BIA

According to Lucy ‘MIS is a system to CO!]EEQI.Eiiltil;.fmm..iutemal.m}d@x{eﬁm}-@gmces ””” -

into~infe-ﬁ11-at1'-on"zm'd“tci‘fi‘éﬁiﬁ_ﬁi'ﬁi”&fé that mformationzjg AhfAPPROP DAL Pl td iadifluchs o8-
all levels ?ﬂ.ﬁﬂ..fﬁl!ﬁip___ll&.m_-mmblc..tl.wmwte‘m-&ke“{-i-nle‘ly"a;nd“‘c‘&‘ffe'é‘ﬁife decisions for planning,
directing. and controlling the activitics for which they arc responsible; Aissemplasisi sasi on

the sorof inforietion a6 1P KO akbralon 1s produca .

s enadil dn tnamsnsges sl
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‘Sein considéréd MIS as “an integrated. system for prowdmg mformation o support the

g

p_la_pping; ontrolland aperations of an, organisationIbaidsoperations, ‘maﬁa’gemeirt and ﬁemsmn ’
Imaf(ngg by proindmg past pressnt ‘ancl ‘ﬁu;ure@nantad mfoi:matm fabeut mtéfﬁal‘operati"

atd external Hltelllggggp It pcro_ ;

rKélly “M

- A ] uman andq computenbzfsed‘reSmIrees' that-restr_lts’
iri'the col cton, storagﬁ, remt:\gal connnumcatmn. antl usagerof data for tha) ‘purpcise of éPﬁctent

MAnAEEMAnt of operamms and for busmes> plannmg ‘For him means of pr‘taductlm" §
secondary,

CPEY RS TOAFED DML ALY :

;{aluslvsl . for comput@nsed:mformazmoﬂasystems ]
'oftware which-accepts dati; stores, proeosses and TEtHieVEs mformatibn
ed and pre§cnted. in.a’ formswitable: for dedision: ‘Thakihg planmng
) reanisation activities. MIS:may, thusybéis-An iftegrated: visrinaching
system’ for prowdmg mformatlon on to support operanons management and declslon makmg

[y i .r’* ity 74

. MIS‘I‘S cpmpr;s,ed of. three; elemgntsf_-

We all know that there are different levels of m: management in an organlsatlon The. hnes
of demarcanon be“)vecn these:leyels at times-ave; not-abs ohité! biit bfrdhd{y ohe C%?i‘ distmgmsh

the':g_t_:_'_“l_e_ *1th11 an organlsatlt;m In-1965: Robert: Asithiony 'ds scnb‘ed‘“thi%é"leve’i"s”_ Qi" v

150 buslness f:ntsrprlse"-”Ihe§e lay‘érs are describcd‘_:'i;i" -

i ‘y_r_aml.d:;_;




These are;

1) Operanonal Ccmtrot Tlns is. thc ﬁr_"' layer onthe base ancl 1l the trigngle. This .
indicates the processes performed to coitrol’ th "product or services produded by the
company: In the manufacturmg sector this refers t6 c: 'proeesses that move the praduct from -

“one assembly. point to the next and the actions that take place at each assembly point. In the
~ context of our Libraty and Information Services (LIS) this may 1 refer t6 acqu1s1t10n accessioning,
catalogmg, classification and shelvmg of the books ete, The tlme frame for these act1v1t1es s

a day-to-day affair.. S -

i) Managemeht Control : This second layer'of' management inchides processes or
functions that facil:tates the management of the processes delegated to the operational level.
* Production scheduling-in a manufacturing unit is an example of this level whereas iy LIS this
" ‘may refer to the scheduling of operations of various activitics' mentioned i in the preceding '
level of management T}us level of management generally plans for a week or a month

111) Strareg:c Plannmg The top layet is rnanagement mvolved in strateglc plannmg
_processes. This refers to the decisions as to what to produce now and for which markets and

~what to produce for'the: future markets In our LIS context’ thls may refer to acguisitions - .-

policy, the clientele for whom the services should be targeted, the type of services to bejprovided,
. the allocanon of financial and personnel resources for different services, etc. The 1
g management generally plans for a loriger periods, say.for three to five- years
layers have perfect coorclmatlon and a.lso two way commumcanon

- .'2)l' _Informatlon _.

, Thls is the second elemerrt in MIS Managers need a w1de variety of mfolmatlon on a-
wide range of physical resources, markets, technology ctc: We all know that top management -
_rarely. observes operations directly. They attempt to make.decisions; preparc plans ard control -
actmtles by usmg mformatlon they obtam either from fomlal or 1nfomlai sources. |
Data is gathered from the mternal sources or external sources. Data means contdins
facts, events, transactions, etc which have been recorded They\are the raiv matérial from
whlch 1nfonnat10n can be produced ' :
- Informatlon is the processed clata which must be useful fo the rcclplent Informatlon' .
should be relevant, reliable, accurate for the purpose and complete. It should. be possible to
communicate the information to the right person at the right’ time through an appropriate
channel .of communication, The information should show the right level of details and shouid
‘be' understandable to the user, The information should be based on the homogeneous data.
- Relevant information increases knowledge and reduces uncertainty. The value of in rmatioit
- lies in'its ability to change the decision behaviour of the’ manager. Hence, preseritly information
is considered as a fifth basic resource in the production process. Proper utilisation of tius-
resource plays an. important role ‘in supporting the . organisations objectives. Thus the.
management of this valuable resourée has assuined importance. This Isad: to the emergencc of
- the operatlon of Infonnatlon Resource Management ) :

The infonnation requirements of managers varies according to the level of mani eement.
- -Though it is difficult to demarcate precisely the information requirements at each le vel, their
) 'ﬁmctlons at each level helps in spcctfymg, their 1|1fom1atlon reqmremeuts '
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- The information requnred at management oi’ operat;onaE contlol is more or fess prec:se

and structured. The information required at this tevel is largely internaily available.” The

information should provide detailed and accurate data and shouid be current data rather than
historical data.-On the other hand information required for strategic planning.is collected from

external as well as internal sources oh 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 with the aggregates

7 The information required at the top level is mostly unstructured 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 level of management, i.e, management control, falls somewhat in between the
requirements of these two Ievels of management.

Internal information is the by product of the normal operations of an organisation. It is -

generally 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 ‘management may make use of both
external and internal data, but at each level new daia may be added.

3)  Systems .

As students of library and mformatmn systems the terms ¢ systems’ iIs not a new concept:
for you. So there is no need to go into the details of this term. It is sufficient to state that a

system “is a set of management of things so related or connected to form a unity or organisation”.
. An information system is concerned with the form or “how” something is bemg accomphshed
it can suggest aitérnatives which can im prove the use of facilities.

Physical syslem on the other hand isthe process it‘;elf and is concer: ned with the conte::s,

what IS ZOINg oh.

- A management information system comprisés both physical and information syst'ems : _
in order to deveIOp MIS foran or ganisation just one should know about the physical systems

ar proceqc;es that occur with the organisation. Then only i is possible to develop information

systems to support the processes. Information can be gathered from formal as well as infornal

- sources. The information sy‘;tem could be formal as WG“ as mformal MIS suggests a formaﬂ
explicit system

8.2.3 Funcimns ofMﬂS'

- MIS refers to data that has been organised ina meanmgfui way. its purpose is to or gamse
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 btrlet!y based
on the organlsanonai goals. MIS not oniy suppheq information, but explores a!tematwcs and
provides support to the management. [t aiso helps in ta]\mu demsmns without: rnterventaon of .
higher:level of management-in routme operations :




==

- MIS provides the basis for the integration of organisational information. Individual -
applications within information system are developed for and by a number of users. They
need to be integrated, otherwise the individual applications 18 i]]C-DﬂSiStBI‘l{ :;iud incocmpatiblc. :

An. eﬁﬁactwe MIS shall have the ablhty to retrieve the data’ generated as a result of

- transactlons or operations and use it for producnon of requlrcd infor m‘”lthI‘l for different
purposcs at dlfferent levels : : '

8.3 WH‘Y SHOULD MANAGERS KNOW ABOUT MIS ?

There is.a general view that' whtlc M '> is dealt by systeims ,pemahst or some Other
group, then why should the managers know 1bout MIS - its, nature, functions, demgnmg and
1mp1ementat10n‘7 Let us se¢ the reasons ds to why managers should know: about MIS.

1). . MIS is one of the ﬁmdamental'tools for pr_oblcm solving' and decision making.
2) | Mahagers-uSe MiS to-lnzike théir .ciemand dccisi‘ons aff_ective..'

3 In ordcr to make MIS effectxvc the managers havc LY parumpate in the ‘es1gn and
use of MIS. . ' : _

‘4) : Only .when lie knows and uses MIS,I will the managér' be .ablé' to fecognisc_-the'.
flow of data and information in the existing MIS. Then he can suggest remedics for improving .
the effectivencss of the existing MIS or suggest through overhaul of the existing MIS. -

8.4 CHARACTERISTICS OF MIS

“Some salient characterlstlcs of MIS are outlined here so that you wﬂl be able to upderstand .
_ what MiS means, -

1, Managemenr Oriented: This is the most significant characteristic of MIS. The
system development starts from an appraisal of management needs and overall business
'ac'tivi'ties The system is designed from top down. Middle management or ‘operational
‘management cotild be the focus of the system. But this initial appllcatlon can be integrated
o a strategnc plannmg subsystem for the top managcmcnt :

P Management Directed' 'Management is not onty responsible for setting systém
specifications but continues to review and pammpatc in the operation of the system. Effective
review actmty 1s possible with MIS. -

3) Integrated MIS is an mtegratc,d svstem that blends. 1nf0rmat10n from scveral
operanonal areas. S '

'4) - Corsiion Data Flows: Duc to integration dLiplicat,ibn in data capture, storage and

dissemination is avoided. Data is captured once and is utillsed for appllcatmn n related |
- functional areas whenever and wherever it is requlred
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3) Sub-systems: When the operations of the organisations are becoming complex, a
smgle centralised system cannot effectively serve the needs of all the managers. Hence different
subsystems are built to serve the different functional areas. Bg. marketing MIZS, Financial

_ 6y I feub:!uy and Pase of use: Though MIS is pIanncd for present and the future,

but it may be difficult to satisfy all the future requirements. So the MIS should possess flexibility
to acoommodatc, future needs: The sxstem should be simple so th'lt users can use 1t with
consrderabic case. ' ' '

7 Database A good database 1§ essentral for the successful operation of MIS:
Avoidance of duplicate data files and building upa oentrahsed data file v. hich can be accessed
by any system or sub -system 1mpr0ves the efﬁcwncy of MIS

.8) Dntrrbutea’ Data Processing: Geographlcally separated- units can resort to data
prooessmg mdopondcntlv with interlinking or networking facﬂlty '

Thus AMIS makes a w:dn= range - of data available to managers MIS data is usually

avallable in the fonn of a report or via onlme reirieval.

85 PLANNING AND DESIGNING OF MIS

Inthe early stages of MI: S apphcatrons were uutlated and implemented as separato entities.
since the aim was to satlsfy a particular users needs; Though this has placed heavy demand on
the MIS, did not satisfy the customers. In fact it required more resources in terms of data
acquisition as well as computers for processing. The rising costs of data processing necessitated
resource planning for a short period, say for one year. This also could not fully meet the fisture
requirements of management It was realised that long range planning for a periad of three to
five years is necessary to formulato and direct the strategy of MIS to suppoﬁ efﬁ,otwth ihe
operatlons of the orgamsatron -

8.5.1 Planning\-ofMIS

Whlle formulatmg a long range plan for MIS it is necessary to consrder the follomng '
points :

1) MiS plan must bc conSistout with thc corporate business plan. It is necessary to
know the future direction of the operatlonb of the orgmrsatlon for dwolopmg a meaningfil
MIS pian. : - ' "

22y M"magoment mvolvement and. conmntment are essentlai since they can spt,mfv B
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 committee, The
committee shall oversee and review. MIS plans and dev LlOle‘leIb An advisory grouwp could be
formed for cach of major appiication subsy:tcm areas. This group should include thc key MIS
pcrsonne[ mvolvcd i system developmom o _ _ .
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Planning M]S is 110t a one time operamon but a: contmuous process which has to be
‘reviewed and updated continuously. Though a specific department is responsible for developing
the MIS plan, this department acts only as a catalyst or agent for selecting the planning’
methodology and to.ensure that pl'u}mug fakes place.according to that methodology and is
consistent with the corporate: guidelines. All the managers of key dupartmmts als have the
. responslblhty for providing the direction to. the planning of MIS. :

8. 3. 2 Desngnmg MIS

_ - For df,slgmng MIS for an orgamsatlon it is neceqsar\ to know thc, followmg mmag,cmcnt
tralts : : :

D Management functwns and lcvcls in’ the oruamsatlon The information
) 'rcqulrement.‘ of managers dcpends on the functlons they pcrform as well as the level in the
hiemrchy

2) Changc,s in the env1romm,nt can bring sngmﬁcant changcs in the i formatlon .
requirements of individual managc,rs

3) Management décisiou_s have diffcrr;11t léyels. of _ predictabilify.'
4y Maiiagc;rs have djif'ferent decision n.l_'ziking approachés and styles.
-3} - Some managt—:ment decisions are more Stl’ll-Ctuer whereas some are unJﬁmctured_
1) ' .Approaches to MIA Desngn _ N

_ a) The by product approack Hcre MIS is a by-product of the data procecsmg Alot
“of data is generated in the day-to-day operations of the organisation and this data is used to
~cater o the information requirements of the managements. Reports produccd according to this "
approach ¢ re by-products.of the data procussmg activities and reflect mostly static req,ulrements
"Often these reports are voluminous. Hence their utility for strategic managcmcnt is hmited.
However th.s approach could imeet the information requlrum,nts of managers at the gperational.

level. '

b) NuH Appr Uach In ordcr to-overcome the by-product approach the null approach
" comes in hand. This approach is adopted. The activitics of an organisation, especially
undertaken by the top management are dynamic. 'This approach provides an interactive system
“with user-friendly query and report generation facilities which could meét the dynammally.
changmg requm,ments of stratcglc managc,ment \wth considerable easc.

¢} Key Variahle Approach: Certain attrlbutcs are -cruc1al for assissing_.thc
performance of its operations as well as for taking » decisions and planning the range of activitics.
For example, the wiformation regarding the availability of afternative products may be important
in marketing a product. The key variable are identified and MIS § is designed to provide reports
on the va,lues of thesc vanables. Exception report could be g,m,rat(,d where the value ofa
variable is reported if it lics outside some predetermined normal rangu Here the emphasis 1 is
on prowdmg mformatlon sclectively. - o N
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d)  Toetal Study Proc:e.s ses: This approach bomi.ntrdtm on matching the lnformanon .
reqmrements of management and the information that could be provided by the existing MIS.
Assessment of information requirements of an organisation through extensive interviews or
surveys nelps in identifying the short comings of the current system and helps in formulating
a plan for filling up the gap. Our user studies falt under this category. This approach is no
doubt comprehensive, but costly besides coll eclm;: large amounts of data which in turn possess
problems in processing it. : :

&) Critical Success Fuactory: This approach is based on the assumption that an
organisation has certain objectives and specific factors are crucial in achieving these objectives.
it defines the subsidiary goals, critical success factors and assumption and analysn the
information to find out the critical information factor which is niecessary to measure success in
achieving these. This approach is information oriented rather than data-oriented. it is very
useful tn the designing of' systems for the provnsnon of mf01 mation contro required to monitor
the State of the cntlcal sueceess facior. - '

~ All the abave approaches to the designing of MIS shows some problem or other. The
tota] systems approach to design MIS could be very effective in designing an integrated MIS.
In reality MIS tends to evolve overtime and it is too complex, if not difficult, to design a
unified systém as an initial project.

8.5.3 Guidelines for Effective Design-

The following factors may be taken into consideration for effective design of M7IS (Stoner o
and Freeman) :

a) Users must be included in the design team;

b).  The money and time costs of the system must be given weightage;

c) Alternatives to inhouse software development must be considered;

d}  Relevance and selectivity of information must be favoured over the quantlty

e} The MIS should be pre-tested prior to installation; and

) Adequate trfdmmg y and written documentatlon for the operations muSt be provided.

Stover and Freeman have ldentn" ed four stages for demgmng a computer-based MIS.
Thcv are

a) Pr eimmaary Survey and Problem Definition Stage: A task force is to be formed to design
MIS. In this stage the organisation’s capabllmm ‘and strategic goals are assessed. Further
external factors relevant to the organisation’s functions are identified. With this assessment,
definition of information $ystem, the 01gamsanon needs can be d:\ ided. Thc objectives of
mformatlon is determined. |

b) Cor?cepmal Design Stage: In this stage specific performance requirements can be
developed. These requirements arc considered in the context of organisational objectives,
capabilities and needs. At th]S stage tasks are delegated, information about the requnremculs is
communicated. :

¢)  Design Stage: The erformance spec;ﬁcaﬂons of new AIS are stated A modcl of the
systein is created, tcsted refined and reviewed. '
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d)  Implementation Stage: In this stage formal requirements aré determined and the fequired
-equipment, funds, space, etc are provided. Necessary trainng 15 pro - “xd te imiplement the
- MIS. Design and testing of the software for the M7S 1s completed.

8.6_PHYSICAL COMPONENTS OF MIS'

It was already mentmmd that an M. S needs & databasa hardware, aoﬂu are procedures
a,nd pcrsonn(,l : '

- 8.6.1 Database

" The database is conmdorud to bc the mortar of MIS. Since the objective 6f MIS is to
transform data into meaningful management information. A strong database is ess%ntlal for an-
" effective MIS. Broadly speaking database is a collection of d'Lta that 18 proccssed‘ shared and
: used for multiple purposes. ' :

Managemcnt needs a wndt, variety of data from 111tumal as well as e‘{temal sources. The
-data generated internally through transaction processing is VOll.ll‘lllllOUb For strategic planmng .
enviroirnental data from external sources haveto be captured - on a wide variety of parameters.
Data collected shall be stored and retrieved whenever the management need it. But data
collection, maintenance as well as retrieving costs mosiey. Hence careful plcnmny is required
- asto what goes into the datab*tsc Inter duparrmcntai mopwatmn is'essential ‘in dﬁ»{;ldmg what - .
- to store in the data base. The accuracy of data has to bé ensured so that rlg,ht ecisions are
taken immd on this data/information. It is necessary o ensurc data secrecy as \'\Lﬂ

Inorder to a\»05d duplication of data capture to serve different functions data s structured
mdependent of the applications for which it is put. Thus cach sub-system can utilize the database
to meet its information- needs and dvoid duplicaie files or subsets of database. D'lmbase serves
asa permanent store for thc ILSUltS of transaciions, ' '

8.,6.2 Hardware

The selection of hard\mre dcpc,nds on the \’Olle(.. of database as \Vull as the speed with
which the data has to be used. The distributed data processing and multi-user 'Jnvxronmcnt
influence 1hc type of hardware to be selected. The modern networkimng concept has brought
fevolution in inforination communication. But the rapid technological developments in the
fields of computers and tefécommunications have widened the variety of equipment available
so that each can sclect tht, sv.utablt. equipment according to the needs. '

Present microcomputers are Lapa,hle of handlmg hrgc data- at a lng,ha,r speed Thu may
be used both for stand afone or netw orking of the systems. Eg. for distributed datz proct,ssmg”
compufers with m,tworkmg facilities may be usucl

-8.6.3 Software

An effective MIS should have the ability to refrieve data from its database and use it for

the generation of the netessary information for different purposes. The selection of suitable

- software plays an important role in ‘achieving this'obj'ccti've. Software 15 a set of computer
. program instructions that direct the operations of the hardware. '

.

© 150




The advent of database management syster:s (D3BMS) has u positive influence on IS, .~
The software that creates. maintains and handlés access to dae i+ csited DBMS. The programs
~controlling the databasc is handled by DBMS softwase. This protee s the database from direct -
contact with the applications programs which cariy out various functions like siock control.
sales ledger updating, pavroil processing ete. It ensures that dafa is controlfed, opsiztent and
dVd[iahle A DBMS dumes and org_amses dma paowms dafa and reirieves data o request,

DBMS cnsures data independénce thereby avoidin}_, duplication. It offers ﬂexibi]ity in
assessing data in different ways for dlfferent purposes and helps in obtamtr-g a 1otal wew of
‘the orgamsatloud‘ information. : :

8.6.4 .Pmcedm'esf

Procedures for processing and retricval of data have to be clearfy- presentea in the form

of booklets or manuals. These shoutd inciude i instructions for recordm;: data, proccqsmg 3 and
_ retrieval of mformataon - : - :

8.6.5 Personnel "

The plannmg and mamtenance of MISisa hlghly spccnallsedjob The personnel wor kmg
in the department have to have both technical skills as well as managerial competence, The
person at the top of MIS has to build a close rapport with the users of the system, as well as the

- top management of the organisation to ensure the cffectiveness of MJS, Thorough familiarity
with the organisational objecitves is essential to plan and maintain a dynamic MIS for the

. organisation. The man at the helin of MS. thus should have strategic skills as well. His pusition
in the organisation hierarchy also should be high. Then only he can command the respect of
the users and implement the MIS effectwely

The personnel workmg in MIS shou]d constantly interact with the users. Motivation’
and training of them is essential to keep them up-to-date with the changing informational
requirements and Jatest technological developmcnts in [T, Interthange of personnel within the
MIS and operating areas of the organisation 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 wnth dlsmterested workers They should _
have an aptitude and interest in  systems work :

n .

The following diagram shows the components (_)f MIS.

MIS“_-— Computers~__ . | o

'. People - |

TNl 7 Data ' .
B - N : Unevaluated fact<; and
N / \ S '}Jafd‘_"afe' ‘Software  figures - o _
Technical " End S oo .
_ Specialists - users
- - systems analysts
- programmers

- data entry operaté_)rs e




8 7 PROBLEMS OF MIS

Smca M!S 15 pifumt,a for l]'lL futum also. 1t 18 dlfﬁcult to forc.‘:u, aculratd\ \\h’lt thc
system could achmws N'mu'lﬂ\ it mwumu\ sume basic probicms 1‘01‘ any or L‘HHS’ltiOI'I it is
suppomng ' ‘

i') i What should be stored in the corpdrm dqmbwqc""-l‘oo much data incréqses costs
bbSldL,b mne rmsmg the level of redundancy as well as delay i access time. On the other hand
too little data may not pm\:ldn, effective support to thu manaé,unu'lt dcms:om It is difficult to
'1d:,nt1fv the dala to be mput nto database. '

2} Change in the rcquirun'cn'ts of reporta'—' The existing design of M1S may not be
“able to meet the ever changing requirements, in spite aof its ﬂc\lbliti\ Thuufore the form of
-the n';,port< need to be maodified and n,dbs%n{‘d_ to :Lts,r o changim mn,ds ' C

3) Dymmlc naturc of 01'5211"11‘?1!:]0115 and tho uwrrommnt h wh;ch they operate: also’
influence MIS. It is not alw ays p0551b!c to fOI‘LbLL this dynamic situation whllc, designing x MIS.

4) Managing the data for multiplc, service centrcs ﬁmctionm 5 tlu ough geogra phfcallv
.dlstnbuted branches is difficuit.” :

8.-8 MIS st~A--_Vis .OTHER SYSTEMS

The mformation is. organised by, variets organisations for different purposes. Based on
" the purpose thm havu been named. Thut SCope Ly dl‘Fﬁ::l‘ wn:h /‘vﬂ S Tnusc, systoms are
' mmmc,d here.” ' '

8.8.1 Data Processing Systems and MIS

A data processing system (DPQ} Processes ::nﬁsdctions and produécs l'cports 1o quppoi’t L
" routing . operatlons Mis :s a concupt a,nd orientation towards which an mformatlon sysu,m
design moves rather than an absolute state. MIS also includes [l‘*ll‘iSElbthll processing. The
difference. bétween MIS and DPS is the capability to prowd{, anahsrs planning and decision -
making support. An MIS orlunht;on provides the USCTS ACCCSS to decision modcls and mathod&
for quc,rymg the d"Ltabasu on an ad hoc basns '

8.8.2 Information Resource Man_agem_en‘t and MIS

With'the rucogmtton of mfonnatlon asa rusourco it'is reahsed.- ﬂmt it needs to bie prwuwd
protected, controlled and planned as ‘the other mluablb resources. Information s no morc '
' consndered as a frec soods and.is a costly resource. Information chm ree Managenient (IRM)

includes traditional data processing, te!cconunumcahonb and office autom'lfion Thu concept_
.of IRM broadcns the scope of M! §
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o 8 8 3 Decnslon Support Systems (DSS) and MIS ._ | -

. The DSS assmt manaoers wnth untque, noii- recmrmg, strategle demsmns that are'j_ A
" relafively unstructured: These: situations. exist’ mostly af tactical-and strategic levels. Tlus s
- inota eomprehenswe system wlhiereas MIS‘ intends to meet the information heéeds of different -
o levels ofmanagemem at all times. MIS lays emphasis on'generation ofreports mainly usedby - . . -
. ﬁiower and middle management for Solvmg struetured problems. DSS on the other hand !ayﬂ; A L

a emphasus on modei bulldmg for soivmg in semi structured and unstruetured q1tua‘t|0ns

8 8. 4 Executwe lnformatmn Systems (EIS) and MIS

The aim of EIS is to a551st the top management to have a qmck feel f01 key issues
' without, being over]oaded with details. They should'however, have quick: access 1o, detail

whenever required. EIS focuses attention’ on: ldentlfymg opportunities and problem areae This

'. -;.'8 9 REASONS F OR MIS N OT BEING EFFECTIVE

ln splte of the best eﬁ"ort% put in p[annm0 and deﬂ;wmng on M!S we often find that the,
S ME S' in many organisations is not as- effectwe as :l is mtended o be. Many f'letm S may comribute' '
~ tothis meffectweness Some ofthese are’: o e e

s

Ly Lack of management ilwolven'le_nt a_h,d.éuppolf[ with MlIS B

S22yt Laci\ 0% appieua‘tmn on the pdrt of mandrremem about the unportance oT"-"-' '

' .mformation and the potential ef MIQ to meet the :equuemcnts

.3) lnf'ormatlon speua[:sts Iack. the knowledee about manag,ement functlens and e

o objectlves ofthe orgamsatlon & I Lo

' 4)' Undhie concentlatlon on transaclmn pmuessmb system ThIS [eaves very httie- SRR

. scope for prowdmg stlatcﬂlc lnformatlon due’ to the consllamtq oft!me as. We]l as f'nances

'_.8 10 APPLICATION OF JMIS l‘\I LICS

7.8 101 MISfor LIS

berary and lnformatlon CLntres .are’ Sewlce ornamsatmn The appllcatlon of M[S to : o

 these service sectors pose certain pmblems ln this %etlon you will Iearn about the pnoblems
o _and prospects of MIT appllcailon to thcse orgamsations ' :

N L}hrary and Informatlon Centrcs . .

You know that llbrary or mformatnon eentre is a col ieetmn efbooks pe1 1():;110'11:,, rep01 Es

o _qutem is useful to ‘make- hl}IhlV unstructmed dEClS]OnS based (m miormatlon ’nom a wide ©
-"'.-f_'range ofseurem EEE T _

o

; 'hles records etc which can be accessed wheriever required. With the adventof on-line da‘tabdscs'_-.' BN

the !ibraly and mfonmatlon centrm (L[CS) are al%o prowdmg access 10 numemus dalabases T

across- the globe e



;btar\ system compnsee processes that ﬁclhtatc,s fhe flow of NECCssary 111fqumat10n/ )
documt,nt whenever it is required. Now with the entry of information brokers|we have
organisation exclusively providing information services on a wide varicty of dlsmp’lmcs
i -Libr‘au'y Assets.

Managemcnt of ilbrarles and information centres with a larﬂc multi-type metropolitan”
system is a complex job. The assets of the library consists of both tangible as well as intangible
assets. The library premises, stock, installed hardware, ete are the fixed tangible jassets of
" LICs. Knowledgeability and professional skilts of library personnel are curcent lhitdnglbk
assets which directly influcnces the level of use and customer satisfaction. Specialist databases

created, publications, teports; ctc are its current tangible assets. The managers of LI(s have to
"manage a widé variety of asscts, viz. o

1) Stock: The naturc and 'ct)w,ragjt, of a library’s ever'vdfl\"sktock 18 impoﬁ'ant n
wnproving its utilisation. If the major part of the stock 15 old and outdated it cannet -attract
~users. Updating the stock as well as its proper maintcnance like class:ﬁcqtlon shelving are

miportant i a,ttr_actmg the clients. :

2y Property The bmidmsz fumiture and its upkeep plavs an lmportant olc, in its
image building as well as in attnctmg, new clicnts.

-3) Professional siills: The c:mnpcten'cc and professional skilis of the LIC plays a
- major role in the organisation of its services by providing easy accessibility to theavaitable
- information/documents. The good will of a LIC dc.,pulds mostl\ on the competence of its
"-'profcssmnal pt,rsonm,] -

4y E}CH:‘J})GS‘{:’ Nowadays the emphasis is on the availability of data the raw material
for information. The qlnht\ and coverage of database assuimes importance. The m 1ag,emcr1t
of this 1s r ot an casy Job.

_ 3) Information Technology - Information Sysiems base: In the present state of -
information explosion the emphasis is on the timely availability of relevant and precise
 information,. This natur ally calls for the use of modern equipment like computers, photo
- copiers, micrographic cquipment ete. Networking: facilities with national and international -
databases has assumed greater importance. :

61. - Herifage items: Management of unique, difficult to replicate items|forms an -
important activity of management of L&ICs. Eg. Tum-of-the-century photographs, diarics
and letters of famous micn and women, rarc monographs, special collections like political
pamphlets, cmblems, newspaper collections, theme materials like theatre, history, Nography,
bibliography, interviews, memorabiflia. The rarity or scarmty factor prowdcs attmctlon to the
userss. '

7). Multi-media information products like microfiche, computer dises. records. etc.
Thus the managing the multifaced assets and providing multipurpose scrviLcs to-the
clients neccssitates the plamung and designing a management information system for the

managemem of hbrary and information centres.
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IIN) Requisite of Lihrary and Tnformation Centres for MIS
Library and information centres should provide .

1) Facilities for handling ad hoc enquiries. It should provide access to borrowers
records so that it is possible to kriow the details of the item on loan.

2) Facilities for standard report generation :

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.

c) Borrowers - When have they last used the services, no. of items reserved,
verdyes, etc.; patron activity reports, memberships cancelled or lapsed. new
- borrowers etc. Facilities for offering analysis of data will help in analysing
- the wends and Lstablmhmb refationships.

3) Management information modules for creation of ad hoc and user defined reports.

4) Financial and budgetary controf systems. Allocation of funds on different services
needs special attention especially in fhe context of scarce funding.

IV) MIS Modules for Library and information Centres .

In the inanagement of Library séveral transactions takes place. Tins results in the
generation of various modules forming part of management mformalton bystem for libraries. -
-Some of these moduies are, :

Stock (books, periodicals etc) acquisitioning;
Human resoureces;

Membership;

Plant and Equipment;

Performance;

Inventory:

Services;

External and Internal environment.

The MIS must be able to provide information that assists in evaluatlon of pe: formance;
motivation among the staff, 1nformat10n regarding the activities.




The foilthng diagram shows sample type of information required/supplied through
MIs. ' ‘ B ' '

: New Members -
1. Membership f— Withdrawals/Cancellations
S Current Membership

The above information is available both current and period-wise.

Additions
: © Deletions
2. Stock ; On 'lan
' Average cost of the book-.
Average age of the book
Mutilated and Weeded

quin this information is available period-wise and type of collection-wisc.

Commiited s
o . Actual . Opening costs
_ 1__ Expenditure ——E Salaries
3. Finances Exchange Rate - For materials
Receivable
— Qualifications _ _
_ — Skilis o Professional skills
4. Human — Leaves 1 Personal interest
Resourzes L Salary _ L

L Performance Appraisal -
.~ Personal details

| Positions vacant

| Recruitment plans

| Awards/Punishment, etc.

Coordination & Control

' : Policies - :
‘5 Internal - f— DM Groups’

Environ- ° -}— Reward system

ment - L T.iocedural Manuals

Fig-2: Bibliographi.c Organisation Scheme
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With the data input varety of information can be generated and supplied to help m
taking befter and faster decisions. Expecially i the context of compuier-based MIS. the
information which is very difficult through manual methods can be generated and supplied to
" the managers for effective management. Unfortunatcly, MIS has not been prominent in LICs.
Because the main focus of the LICs so far has been on controlling the transactions like book
ordering, circulation control, etc. The demand for the library and information services of late
1is mcreasing whereas the resources available providing these services arc limited. In fact the
- recognition of nformation as a resource has put pressure on the managers of LICs in meeting
- the demand, Hence the need to have an MIS in this field has been increasingly feit. -

8.11 LET US SUM UP

Management information is an integrated sysiem which providcs suppért for management
activity, operational ¢ontrol and decision making. The structure of MIS is based on the functions
of the organisation which use information. The information requirements of the management
depouds on the levels of management. Broadly three {evels of management are identified. The
managers at the first level deal with operational control. The information requirements arc -
mostly met from the mrernal sources. They require detailed data on the operations and their_ -
requirements. Top management who deal with strategic planang. They need a wide varety

of information, mostly drawn from external and internal sources and the frequency of usc of
information is quitc low. they necd aggregate informiation rather than defails. In between lies
the second level of management whose job is management control and then information -
requirements also lic 1 between. :

Generally MIS 1s an integration of subsystems serving the functional needs of various
departments in the organisation. The physical components of MIS are hardware, software,
databasc procedures and personnel. MIS plannmng must be consistent with the objectives of
the organisation which it is to serve. MIS planning is a continuous operation. In the for service
sector MIS has to take into consideration the special features of the service organisation. MIS
for library and information centres helps in improving the efficiency of its services to the
clientcle within the parameters of physical and financial resources.
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8.13 ASSIGNMENT

1) Outline the different levels of management and their information requirement:s.

2) | Prepare a model MIS for your Library/ Information Centre.

 $8.14 MODEL EXAMINATION QUESTIONS
1 'ESSAY QYESTION S

1y  What are the levels of management i What type of mfor matlon do th(,y need at
cach 10ch ?

2y - Wha; are the approaches for désigni-r}g zm-. MIS ?

3 W'hat: st_t:pé are involved in plEll]_lll-l.lg MIS‘? Discuss .iu detail.
- 4) o Is there a need for MIS for lib ra_r_*y.and information c_entrés? If so, Why ?
‘1L SHORT NOTES
b . .a) Elements of MIS

b)  Characteristics ofML?

c) = Information Resource Management
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BLOCK HI MANAGEMENT OF INFORMATION
AND FINANCIAL RFSOURCES

In Bl 0<.k-!‘ it have been introduced to the Systems Study. The present block focuses
on the manawcme’h&)f documentary and financial resources and also deals with costing and
marketing of mi"urnmtmn services. There are four units in this block.

Umt 9 deals with Collection Development. Collection devclopmem 15 an important
process in the libraries wherein a variety of materials are brought in to meet the demiands of
the users. The collection development plays a vital role in systematic and healthy growth of:
tibraries. Therefore, you should know how to frame a collection development policy, various
methods of collection development and the methods of maimt,nance especmlly non-book
materials in {ibraries,

Unit-10 deals with the Budgeting Process and Methods. B’udgéting is an act of balancing
anticipated receipts and planned expenditure for a defined fiscal period(s). The unit covers:

various steps involved in formulation of a budget budget prepalallon budgeting techniques,
ctc. .

Unit-11 discusses about (‘ostm;: and its apphcatton to LICs. The LICs now-a-days
recognised the need for the scientific management of resources and are adoptmo the techniques
such cost analysis, cost-benefit analysis, cost- cffectwe 'mdlyms etc. Cost analysis also helps
as a planming ol for budget piepdrauon :

Unit-12 examines the marketing strategies with refcrence to library and information
products and setvices. Information has been-recognised as a resource and a commodity by the
consumers. Marketing in library and information field is user oriented rather than product
_ oriented. The users of LICs are heterogeneous in nature and their needs are varied. Therefore,
the marketing strategy in this field requires proper analysis of the needs and demands of users.
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9, 0 AIMS AND OBJECTIVES

_ Thls unit- a:ms to explam the collectlon development and’ management of varlous'
R types of doquments in the librarles /mformatlon centres. '

Aﬁer studymg thlS unit, you W|11 be able to . ‘._' R
. B 'descnbe the collectlon development pohcy R . f -
e differentidte between Selection and AC{‘M]Sltlon : n |
L ' descrlbe the various types of documenis and’ their, qe!ectlon a.nd dLQUISILIQH -
; . o explam varlous methods of collection mamtenanre ’ e
LR _ acquamt w1th the progedure of conservation and wegdmg of dusumenfs
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9.1 INTRODUCTION

_ The main purpose of library is to provide documentsfin'fr;)r_rhation_. servicgs fo the -~
¢lientele 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 the users fo

the maﬁtimufn'/possib_le-.ex_te_ni. Without the proper collection developmeiit it is not possible
“for any library to provide the required services. The image and strength of the library .
depends upon its collection. Itindicates the growth and developli:nént of the library,

 The collection development is an important process in the library wherein yariety 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. I :

. 9.1:1 Whatisa P'ol_ic.y..‘." B

ow what

Before going to collection development policy it _\foﬁld be appropriate to k

" isapolicy? Policies provide guidelines for decision/action that help the institution to achieve

its.objectives. No organisation can have a policy to cover each and ‘every decisiori or contin-.
_gency, but it is, essential for its policies to involve all major areas of concern. These
policies differ . from institution to institution-since each of them has different requirements - °
- and priorities. o et T '
- Though _.p(jliéy, guidelines and procedures are used- to. mean the same, there isa - .
difference between them. - . ' x o ' o '
" UNESCO Handbook defines the policy as a statement or general_principl : of inté_nt. .

thathelps ranslate p_rogramme' objectives into ‘accomplishments by providing administrative ..
© . guidelines- for decision making and implementation. ' o ) :

- An objective is a desirable future condition which  requires a- course of actionto
achieve. It is a description of what. you intend to accomplish. R

'A procedure is-quile different from a policy which documents the best way fo executer

'a specific activity or duty. P_o'lici'es_ work as guides whereas the procedures are step by step -

details of execution. - Procedures tell how beést to do a certain task; they leave little room for
individual judgement. ' L ' s

Policies Sh‘(_)‘l.]]ld be formulated in_'such‘fa'way that they are generally app i.ca::ble' and
flexible to nreet. anumber of. continezncies and should clearly indicate the intent of the sys-
fem. Once it is stated, they futher assist in- planning the long-range management.

~ The policies have value in a number. of \ifays_—— they 'standardize activities, facilitate -
decision-making, minimise confusion, co-drdinate the actions of various units, |and helps ‘

in improving operational efficiency. Thetefore, a policy. statenient should be able to provide
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absolute p.ict'u‘re: that it is- not misunderstood and misinterpreted. It should be periodi- .
cally reviewed and updated to suit to the changing néeds and objectives of the organisation.

9.1.2 Collection Devé!up’mént Policy

After understanding the' policy and its importance, now vou should know about
collection development policy. o "

The main aim of collection development function is to ensure the availability - of
material required by the library users in their rescarch and reading and to fulfill the
programines of host organisation. The various factors affecting the collection develop-
ment In a library are: purpose and objectives of the library clientele to be served, present
collection, availability of financial, human aﬁd information resources, current demand and -
use of information. possibilities of resource sharing, alternatives to purchases, etc. There: -
fore, it is cssentral to formulate a good coliection development valicv for every iibrary keep-
ing n view all these factors and future needs. :

_ Once the policies are explicitly formulated they must be put in a documentary form
for providing guidance and consistent implementation. 1t acts just like a ‘Manual’ for a
software package.” It tells the nature and scope of the collection, sets prioritics, calls for
commitment to organisation goals. climinates personal biases of sclector, helps to maitain
consisténey. aids m resolving complaiiits, weeding and evaluation of collection and collec-
tion development programme and serves as « public relations and accountability tool, and
improves the quality of collection development work,

A successtul collection deveiopment manuai should also state the users to be served,

parameters of libré.ry’s holdings, budger allocation, limitations govermning the selection, -
- priorities, subjects and formats covered, cvaluation.of supplicrs, languages and  geographi-
cal arcas to be covered, ways of dealing with ex-changes, gifts, woeeding, cte. S

In this regard ALA has already prepared * Guidelines for collection Development
" which can be used as modef for prepartng the collection development policy manual by
mdrvidual libraries. : o

Keeping in view all these factors and miplications the collection development in
a library consists of the following clements. o

1) The objectives

2) . Selection policy |

3)' Acquisition policy.” |

4) Types of documents t'o. be acqui.rcd and maintained
5y Conservation of material |

6)  Weeding/Withdrawal of material
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92 THE OBJECTIVES OF A POLICY DOCUMENT -

“This varics *from library to library since the different types of libraries have
different ‘objectives, users, user needs and priorities. ' '

The objective of a public library is 1o educate and raise the cultural and intellectual
level of the public and hence the collection - development must be made on'a faitly [compre-
hensive basis for providing 111f0nnatjbn,' recreation, - inspiration and knowledge as well as
guidance in daily lifc and in co-operative existence. S ' '

The objective of Academic Library is to help faculty, rescarch scholars and student
‘community to attain high academic distinctions through their study and rescarch and hence
the collection development should be made fo cover the programmes of teaching and research
in various fields of learnirig.

The objective of special library is to fulfill the programmes of the parent organisation
which are mostly involved in Rescarch. Development. and Training activities ald hence.
the collection development should be made to suit and meet the requirements of the activi-
tics of the clientele. ' ' o ' o

~ The policy document should clearly describe the -objectives of the collection devel-
opment based on institutional ‘objectives. ' S

9.3 SELECTION POLICY

_ " After having known the objectives of the library and requirements of FSG]’S, the
process of collection development activity starts selection and acquisition of mat_e|‘ials into
the library. ' : ' ‘ ' ' : '

_ "he collection development activity m'the library involves two main activities 1.¢.
selection ar 1 acquisition. Selection is the act of choosing the documents to be acquired for the
library and acquisition refers to the procedurc followed to obtain them. These two operations
are to be carefully designed and followed order to develop ahealthy collection t6 fulfil the
needs ofusers in terms of qualitative and quantitative measures. The selection of (locuments"

- is an intellectual opcration and the acquisition 18 a routine clerical job requiring L cthodical
approach and procedures io be foliowed to acquire the doguments. It means, _1'1;}111311}-* the .
selection poticy provides  information uscful to decide the items to be purchased-and. the-

- acquisition policy will cover the issyes related to acquirmg the-books and other material
sich as types and methods of - acquisition which includes purchases. gifts. cooperation;
payments, cte. Therefore. the policy guidelines should deal with the various aspects pertaining
to selection and acquisition. i ' s '

~ Each type of library should formulatc a definite book selection policy consistent with
© its pre-determined objectives of the library. The efficiency of the selcction policy| will help
the library in its collection building with appropriate material. *The document| selection
activity should keep in view the basic issues involved in collection development. They are:
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Sefec!mn of Material: 1t 1nvolvcs the nature, form level and vanet} of materlals-
10 be sclected which may include books, periodicals and non- book material.

¥ Selection Authority: It pertains to the actual performan_cc- of selection material.
It involves the selector with whom  the  authority is vested to select.the
documents. It may be librarian assisted by the library staff, or book selection -
comnuittee, or the members of the faculty, or by a combination of two or morc of .
them - this differs from library to library..

e

~ Selection according to User Needs: Tt mvolves the uscr requirements ‘{o fulfil
- their current, retrospective and  future intercsts and preferences. This can be
explored through personal contacts, community surveys, apalysis and inter-
protation  of hbrary records, and assesscd in terms of value, volumeé and
'vanctv ' ' ' n

Coverage of Material: It involves various factors like subject coverage, . lan-
guage coverage, period coverage and area. coverage of documents o be pro-
cured. : .

Thc, ‘book selection prmmplw such as ‘the right book to tht, right read 3 1t the right
time” (Drury), * The best book to the largest number of rcaders at the least cost © {Dowey),
Book sclection determined by demand to maximise services (Mc Colvin), cte. may serve as
optumistic or idealistic objectives for collection development. But achieving these objectives
is not an - casv task. There arc many practical problems in - decument selection work like
 ascertaining user needs, lack of clearly defined boundaries of areas of interest, lack of clear
and consistent policy of collection development. lack of priorities in colection development,
the heterogencous nature of lltc,raturx, scatter, efc

Statenient of above ISSUCS 11 & pOIlC'\ documcm mIE hc,ln t r;ght selection of
douumcms L -

94 '_ACQ-UIIS'ITION

_ Once th(, items are selected and decision has been tal(f.n 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 acquisition roufines is almost the samc in
'. any hbr'm’ W 1th ccrtam variatlons ; '

'Acquisition'mcmjs acquiring of rcading materials or documéents. Document aceui-
sition is the most fundamental activity in pursuit of the objective of collection development
n any hbrary. The objective of document acquisition is.to optimise and justify the expenditure
to acqun‘e the relevant and potentially uscful documents with the Teast possible detay. The
major problems of document acquisition are centered around problems of budgc,t space, .
appropriateness and avallabllltv of scleetion tools

A succussful hbranan has to. tradc—off among a]E these problems and objectives
since it is an inter- dismp[mar\ arca of work within libranianship as he has to perform the
para-professional and non-professional ’wt]\“]tlbs also n addition to his professional activi-
ties. In order to make cconomical. efficient and cffective collection development he has to
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‘_ " play the role of purchase of’ﬁcer accounts ofﬁcer and to have know!edge and prof

. accounting, budgetmg, book-publishing, “efc. Document acquisitior work is es
._busmess operatton and is subjected o busmess pnnctples norms and str.ug,cnt finay,

Therefore the acqulsmon pohcy should cleariy spell ‘out the acqunsmon i

to be followed mcludtng the types " of acquisition and methods of purchases. It's

have clear guidelines for soliciting and accepting the donattons/glfts as weli as

for exchanges The: d:scount pollcy also needs to'be stated

9, 4 1 Types of Acqmsntlon

Acqmsmon proccdures requlre a careful plannmg of procurlng the docume

: 'are two ‘main types of acqu151t10n of documents

n

B Purchased acquisiti‘o.n, and ii) free.acqtiis_ition.-f o
i) Purchn_sed Acquisition:

' There are. several ways of putchasmg docurnents in’ the fibraries. They
_""tamed dtrectly from the author pubhsher or prmter or |nd|rect1y through a booi
“agent, - : : S _

Another method of purchaslng documente is. shared quLLlS].tan or *C
acquisition’ 'Tn this method, a number of libraries form into an acquisition networ
the procurement of -documents by each partictpatlng hbrary “The sharing W

duphcatlon of documents and reduces ‘the - hnancml burden.on |nd1v1dual libraries
ing can be done systemattcally by the libraries wherein each” unit can progure. the
def' ned by anguage or subject or nature or. ortgtn OF, cost

.-ii)-_j_Free Acquis_ition:' o

- There are several types of free..ncquisition of documents in the libraries: So
‘fy  Exchange
i) 'Donations/Gifts -
m) Legal Dep051t

. Exchange is sendlng of documents from otle Ilbrary to another llbrary and

This method necessitates. somethirig to be exchanged i.6. the books which are du
serving no purpose,’or spare collections, or the documents produeed by, the: ‘organ
possible to- exchange all kinds of materlals mcludmg restncted hterature The ¢
based on ltem and not-on cost T Ct :

Donatlons/thts are_ also an |mportant form of collect:on development i

es. Many libraries in the world have grown w1th the glfts/ donatlons ‘These don
be of various forms : : :
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Bequests of private collections of groups - -

*  Spontancous donations from indji:idﬁals |
* , Reguiar gifts by embassies, govermﬁent' agencieé ¥ depdrtinents, comrﬁcrcial :
bodies, etc. C ' : C
* A_uﬂmr"s copies (p_rlcp_r:irﬁs_ Or reprints of the d(:)cuments).
e Requested .dohation.s (Press Cop_iejs 6r review copies) -
\ S cha_i | _dcp_oéit is andthér form of donation)’giﬁ, In this hcthod___ fhe producers of

'ﬁocument_s ie. manufacturers, printers and publishers are required to send or deposit a fixed

~number . of copies in the prescribed libraries. by virtue of an act or order of  the government.

Usuaily, 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-

loushy fellowed in the case of patents, wherein the inventors will oblige to deposit officially

with the recognised agencics, ) ' S

9.4.2 Methods of Purchaéihg

The major portion of acquisitions in the library depends upon purchases. There are. '
various methods followed within the purchase mode of documents. They are: ' )

* Quotation / tender method

*' Appointing approved vendors

* Books / documents on approval

* Dealer Library Plan (DLP) ‘ _

Purchase of specific items against specific-orders. o
* Standing Orders.

* Membership purchascé

* Subscriptions
i) Quotation Method:

In this method the quotations aré'i.nvited for the supply of documents asking the rates -
of books, rates of conversion ( in the casc of foreign documents), percentage of library dis-
count. ' The quotéltions received are tabulated and got approved by the competent authority to

acquire them!

i) Appointing Approved, Vendbrs_:

In this method,-the library will assess the vendor's ‘suitability, in respect of supply,
time-bound supply, honesty and previous experience, business reputation, turnover for the
past few years, discount aliowed, ete. and such firms (may be publishers, wholesale dealers,
book sellcrs) will be sclected and approved for a specified period for the supply of docu-
ments. : - ' o o
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' v) Standmg 0rder°' ”

- : pubilsher w1ll send spemﬁed publications - to the library as and when publishé

- information sources comprise the docurnent'lry and- non-documentary “$ources.
© ies” ar¢ concerned mainly with the “varjous  types’ of documentary sources..

i) -'Boo'kmoéuments o.n-Appr'o"val basis‘:" -
* Publishers or book sellers send the books to the library for evalu,atl

- verification and selection on approval basis. " If thw- are relevant, useful and
user's needs The hbrarv mll select and. aeqmre them ' o

B w) Dealer lerary Plan (DLP)

Under thm plan an agreement wnll be reached between the hbrarv and th

o the effect that the pubhsher should send thur publi ications. to the library as and

-are pubhshed The hbrary can seleet or reject them ThlS plan w1ll contlm

,agreement is- revoked

The lerary can 'uso plaee standmg order wnth the pubhsher Under thls
- library. shall buw them: . In most of the cases the standing order will- be placed for
o -books almanacs Series, dlrectoms ete.

- _vi)_Mem[b'ershipx-Purc‘hases:
e Leamed socn,tn,s wﬂl accept the memberslnp of their patrons They]
‘_pubhsh their - research . activities: progranmimes and achlevemcnts and comm
.same 1o its: members. througgh the pubhcatlons Usna,lly the members may ge
either freelv or at- cheaper rate -
- yil) Su.b_scriptions:

The perlodwals/senals are: genemlly procured by pa.ymg annual subsd
some tnnes hfe subsenpnons a]so '

: vm) Modes of Payment
_ The- modes of pa\ment lnclnde advance payments credltsupply payr
dehvery, etc. The advance payments made to- _periodicals and payment against
‘made¢ for other types of documerits. - Generallv the Tibrarics pay to the vendg

currency but When the subscribers. are Sent directly to forelgn pubhshers The forei

. pay.as S per- Geod Ofﬁces Commlttee rate or. bank rate.,
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variety of documents in the market. The librarian or information specialist must be well
‘acquainted with their distinctive featurcs so that they can sck.ct acqmrc/collect process,
maintain and use them propetly. :

The documentary sources have been broadly categorised into a number of convenient
ways depending upon their characteristic features.  They can be broadly categorised mto
Spwo.  One s textual and the other is non-fextual. :

Textual documents present the information cssentially in the form of written text to
" be read. The include, books, periodicals, statistical documents, administrative documents
¥ p
patents and S0 OIt. C

Non-textual documents may also contain some text but the 111fomlat10n 18 prcsemcd -'
in some oth(,r form. They are :

¥ Jeonic documeniy: Tmages, maps, plans. graphs, diagrams. posters, paintings,
photographs, slides. : '

*  Sound documenis © Sound records. sound tapes. audio CDs.

*  Audio-Visual documents: Which combines tmagés and sound, — films, slides,
video tapes and discs (CD and DVD). '

* Documents of maierical natitre: ob;uts samples, artistic works and monumcnts.
Braille beoks tuachmg kits. |

* o Mixed documenrs which bring together ’m\luai and nou-textual documents such
BT f“cordg pducational ks, otc

.

Magnetic documents for conijputcr processing.

Another way of classification of documentary source is based on the informatiod con-
tamed by them. They are: '

1y Primary sources which contain the onginal thought content / information pro-
duced by the author. They are yournals, conference papers. patents, standards, theses, research
- reports, trade literature, elc, S ' '

iy Secondary documents which are based on primary  documents 'conlvsmcntly
condensed or interpreted and presented. They are  abstracting: and mdexing journals, -refer-
ence source like dicticnaries, encyclopaedias, yearbooks, abtmanacs, directorics, hand books,
geographical sources, biographical sources, bibliographies cic.

~ i) Terdiary sources which are based on primary and secondary sources and con- -
densed and presented in a more convenient w ay to org::misé and control the scatered
informacon. They are tu\tbookﬁ blbhogmhms of hlbhmmphiss,' union lists of periodrcals,
mmiu* to refer GO SONTOLS, el '
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The primary sources are uno'rg,‘mised and scattercd widely.: The secondary sources
orgamse the information about - primary sources to have a control over the scattered litera-
ture. The tcrtlarv SOUIces are w:,l] organised than the other two typcs. of SOUICES,

The other conventional method of clasmﬁcat:on of documents is books and mllon—book
materlal The} are:

Buo_k:s' s - general and text books monographs tre'ttlse ete; serials
' and reference books

Non-Book Materidls * : Pamphlets; reprints, reports, patents, standards, maps and
 atlases. etc. Besides, all this print matenal some non—prmt
material also cxists.

Non-Print Material Miemﬁ)r}ns, audio-visuei] " material, electronic storage de
: ' vices,-_ ete. ' P
]

Apart from the nature of documents the physical characteristics such as w uiht size,
mobility, rarity of documcnts and othu‘ faetors will have some 1nﬂuence on the sele stion and
processmg

Books and serials/periodicals are the tw 0 wellknown conventional materials acquired
b\ all tvpes of libraries, They arc the major components of the library collection. Apart from

 this general collection, the technological innovations have mtroduced séveral mew media to

communicate the 1nfomlat10n/mcssage through plcturcs to view and sounds to listen by using

different materials, like paper, films. magnetic tapes. and plastic to carry the 1nf0rmat10n
' Thu include micro film. micro-fichc. sound. tapes. computer tapes and dlscs

Th’erefore? i is gssential on the part of the hbrary 1o build up the collection with the

'approp_n:ue documents to fulfil the aims and 'objectives of the organisation.

Fo the sake¢ of convenience the documentary sources are discusscd by Lg,rouping
them into ths e 1113_]01' parts - books, serials and non-book matmal mcludmg Micro) Forms

. 9.5.1 Books

The books form a major part of collection in the libraries. Therefore, a library has
to keep pace with the néw publications to develop an orderly, wise, judicious. balaniced and
uptodate collection. This makes the librarians to bave knewiedge of various sources/tools-
which provide information about the publications. These sources are of two types — 1)
Which Ysts existing publications, and 2) Whlch provide information on new ‘and fo {l-coming
publications. rj :

The Chlbf sources of the ﬁrst category are blblloglaphles publ]shers and boaok
sel]e,ls lists, and published library c2alogues.  Thev are useful for retrospective, scarches.

The examples arc : BNB, (Bi, Books in Prini (American), American. Book Pszhshmg

Record, British Books in Print. They have comprehensive coverage of all the subject d(‘)cumcnts

published in English language. INB and Indian Books-in-Frint are the sources for book
selection for Indian publications. As far as reference books arc concerncd the s_,uldes of )

170




A.J.Walford and C.M.Winchell arc the best sources which cover reference source pertaining
to all the subjects. For the reference sources exclugively on science subjects F W Jenkins

*Science Reference Sources is useful.  The catalogues and bibliographies published by the

Library of Congress and British Library are also useful selection tools for books. Accesston

* lists of reputed libraries are 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 subject experts who will have the knowl-
edge of latest developments and publications in their respective fields. Maintenance of regu-
lar contact with authors, research institutions, professional associations, helps in balanced
collection building with latest documents. " f '

Book exhibitions and book fairs are another source to know the availabi]i_ty 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 methads of acqusition discussed in Sections 9.4.1 and 942 arc
apphicable for acquiring the books. ' : '

9.5.2 Journals/Serials/Periodicals.

The journals are the important source, which. report current obscrvations, new ‘idcas

‘and research findings.  They are the speedy and effective communicative agents of latest

mformation published at regular intervals. The periodicity may vary from journal to jour-
nal ranging from week to year. The mformation published will meet the requirements of
various types of users ranging from a gensral reader to highly speciafised scholars. They
are categonsed as house journals. trade journals, technical journals and rescarch journals and
secondary journals. They are published in different languages by different agencies like
Leamed scoieties. government bodies. professional associations. commercial publishers. cte.

Therefore, the serials form an important portion of the library  collection and

‘constitute the largest scgrﬁe‘nt of . the fibrary budget more particularly in special and

academic libraries. The acquisition of journals happens to be one of the most complex
operatiens involving series of decisions ' respect of ordering in the context of fixed budget

- posttions, escalating prices, inflationary exchange rates, varymg terms and conditions such as

discount, payment procedures, cic.

Hence it is necessary to evaluate the journals properly before acquisition in consui-
tation with the users and - subject experts. There are scveral sources for identification of
pcri-'odicals such as directories, union catalogues of serials, lists of serials covered by various
mdexing journals. I '

They are:
Ulrich’s International Periodicals Directory

Union List of Scientific Serials in South East Asia
Union lists of Social Science Serials '
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Serial sources for BIOSIS data bases which lists the serials abstracted i Biological -
Abstracts ' ' '

Methods of Acquiring Journals - - o _ ‘;.

The jc_n'umals can be acquired in the fo]lmﬁ*ing ways:
by subscription -

— - by. becoming members of sociéties and professionalbodies, learned mistitutions, -
etc. ' '

- — by gift
— by exchange

i) By S_ubscr_iption

Most of the journals are acquired by subscription. They can be diréetly subseribed

~ with the publisher or through agents who are conversant in procuring and handling the
forcign ‘exchange. There are advantages and dis-advantages in both the procedures, some

are visible and some are inherent. S F

The processing cost of journals is more than the ‘books. - The correspondence costs
 the library in terms of manpower, maierial and postage which are not, visible costs. Hence
somic people argue that the direct subscriptions with publishers -are - not.econc mical.

. The major problem of subscribing through an agent is the risk of huge advance
payments even after taking precautions like obtaining bank guarantees, and insisting on
proof of payments to the publishers before making payment by the library. Some agents limit -
their service only to the extent of order placement and subscription payment and do not
solve the ;roblems Telating to missing issues or other irregularitics. Howéver, the advan-
tages in th s system are a single order, one invoice, and single check for maultiple subscrip- -
. tions. The agent helps in renewal. provides assistance in making claims. j;mi provides
information about discontinuation, mergers, changes i frequency and price, frec subject-
‘wise lists, etc. Hence, the agents should not be chosen on lowest bid but théir service; quick
and prompt action; and handling the claims etc. S ‘ L

_ - Lafe ‘subscriptions can also be made for certain journals which ace published by
" ieamed societies. It saves the money, labour and time and overcomes the difficulty of
- escalating prices and diminishing budgets, and fluctuating conversion rafes. But there is
"a danger if the journals ceasc to be published. ' '

ii) By Becoming Members of Societiés and Professional Bodies
_ The learned societies, professional organisations and institutions publish journals.
" These publications are sent to the members either at the reduced rates or free. If the institu-

tion becomes the member it receives. the journals. The reduction may vary. This method
reduces the work and saves money and Gime - of the library. o :
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iii) By Gift

The pubiishers send their pubimduons at h ec of cost for the sake of publicity, Gifts .
may create storage mainienance and regular supply problem, therefore, before acceptmg gift .

journals there is a need for careful assessment of its utility.
ivy By Exchange

Some institutions exchange their publications or duplicate copies/extra copies of
journuds to getuseful documents. This exchange is generally based on item value. This will

“help in getting the sew journals or missing journals on exchange. The publications which
are not be available through normal trade channels can also be acquired through exchange.

'9.5.3 Non-Book Material

The non-book material include pamphlcts, government publica-tions, werkfng]dis— i

cussion papers, conference proceedings, theses/ dissertations, reports, feasibility reports,
cases, patents,standards, tradellteraturc engineering drawmgs maps/ charts/ atlases, and al!
types of mlcroforms

The pamphlets are generally unbound documents of one or more pieces stapled to-
gether. They contain the descriptive account of 2 topic which is not available in any other
formai. The series of R R Kale memorial lectures published by Gokhale Institute of Politics
and Economics is a best example of pamphlets of sustain-ing value. It is very difficult to
acquire the pamphicts.  The information about pamphlets may have 10 be gathered from
various sources like annual reports of organisations..

Numerous documents are generated by the government through its various
organisatiops, deparfments, committees and commissions emanated. They generally de-
scribe the policy decisions of the govcrnmentas, well as the executive, judicial and legislative

functions and activities. These documents also contain very important information like'

statistical data, government policy 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 documents are available in various sizes and
shapes. (single broad sheet, pamphlet or a bulky documents) and produced in different methi-
ods (types cyclostyling, printing, portraiting etc). They are generally not available through

normat 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 difficuittask due to lack
of many tools." ‘Catalogue of Govern-ment of india Pubiications and Periodicals’ contains

the docu-ments available in print. Ruguiar contdui with the publications department wnil aiso

help in procuring the documents required.

Conference papers are the fastest media of information transfer which contain the

wew and criginal ideas. These papers are made available to the participants. The acquisition

- of these papers are very difficult. To acquire them itis necessary to have advance informa-
tion about the confefences and keeping in touch withy the various professional organisations.
Sources like ‘Index of conference proceedings received’ published by British Library,
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s respect of pateit activities, They bring out periodl-cally abndgements of patents.

s

 and ‘Index to social sciences and humanities’ ‘Humanities Proceedmgs pubhshed by
. .Inst:ltute of Sc1ent1ﬁc Informatlon are good sources for selectlon AR

fulfil partial

Thes1s and Dlssertatlons are subnutted to acqulre hlgher degrees ortd
irious topics:

. requirements for getting degrees. They are the outcome of research results on va _
* The information about their existence will be known onlv in the secondary |journals like
- ‘Dissertation Abstracts Internanonal published by University of Microfilms International |
(UMI), USA; Indicm Dissertation Abstmct‘s publtshed by ICSSR aré the best sourcesto.
know about the dlssertatlons '

lopments of -
Reporis An-

_ The Reports prowde the mfonnatlon about research resuIts or deve
" investigations.” They are available in a limited number of COples Govemmenr
' touncements Publlshed by NTIS USA : :

|
N i

BLL Announcemems Bu!letm pubhshed by BLLD and the various abstract:lng Journals
'_--are the best sources to. get the 1nfonnatton about reports '

L  The new dlselosures/dlseoverles are recorded in the paténts. These paten s are llrruted '

' monopohes granted by the governiment. protecting the rights for new inventjons imade by the -

‘individuals, or an organisation. The patent office in each ‘country is the' competent authority

1o grant and operate theé patents and its' law and maintain the national patent systemt. . ‘A

: comprehemswe information systems’ at the national and mtematlonal level have been developed -

in view of'the importance of patents as sources of legal, -commercial, and technological
- mformatlon having mternatlonal nnpllcatlons and the fast growth of patent doc uments

. : The World Intelleetual Property Orgamsatlon (W IPQ), a specialised ag,ency of UN
. and the International Patent Documentation Centre (INPADOC) a joint véature of Austrian.

government. will ensure the, Ppromotion’ of mternational cooperation among the nations'in - .

The Derwent
pubheattons is alsoa best source.of information for British Patents, and - for many other
countries. Vartous mdexmg and abstractmg serwees also pubhsh the mformatmn about pat-. .
‘ents. . - : '

A standard 15a specrﬁe level 1equ1rement to be fulﬁlled or satlsﬁed by a product a
~ material or a process: The standatds are important for producérs and consumers, [To stipulate

- - and maintain the standards, the government establishes standards institutes at
. iaternational level. In India BIS; in Britain BSI and at international leve! 1SO (1
organisation for standards) are established to stipulate, maintain and regulate the

ational and
ntemational :
- standards

-~ They also publish bulletms/eatalogues z '3‘1 Bufletm BSK Cataz‘ogue are' the best SOUrces of -
- '-mformatlon for standards hterature :

1red for the

The maps, charts and Atlases are another type- of umque matenal requ
Survey of

" libraries. ‘Each nation will have its own Survey’ department to publish maps. T

" India’ is the . National survey and mapping organisation of India. The Map Catalogue pub-

lished by them | is an authentic aid and an important source of mformatlon about maps.” They
also sell- world aeronau—ueal eharts prepared by the Intemattonal le Awatlons Organ-
."1sat10n ‘ . : L :

i




" 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 provide information about them. University ‘Microfilms Iiternational
(Ann Arbér,‘Michigan) has contributed in a big way to the development of microforms pub--

lication. Guide to Microform in Print and News papers on Microfilms are the best sources for -

selection of micro-forms.

9.6 MAINTENANCE -~

After an iter has been aéquir;ed nto the'.librai’y it must be p‘roﬁ)eﬂy maintained to

make it more useful and p'urpo_seﬁ_ll. The maintenance is as important as that of pﬁrch_asing- '

anitem, and it needs regular and constant attention to keep it in proper condition during its
‘entire lifetime.. B ' o L
The docuinents in the library are to be kept for a longer period because of theit
mtrinsic and extrinsic values. - The textual matter of a subject, its currency and relevance to
the present state of knowledge are the infrinsic values which are to be maintained properly to
be made available to the uwsers in'their study and research, The extrinsic value is physical
condition of the document which needs to be maintained to safeguard the documents from
mutilation dve to frequent usage by the readers. ~ . A

The maintenance functio_n in the libfari’é_:s include ifar'i_ous aspecté such as shelv:iqg,
- guiding, shelf-rectification, dusting and cIeanin_g‘, binding and vigilance, '

_ " Once the documents are received in the library, they will be technically processed
(analysed, classified, catalogued and indexed) and sent to the stack room for proper shelv- -
_ing. Shelving is the process of keeping the. documents on shelves systematically. Different -
‘types of documents are. shelved ‘i diffcrent sequences depending upon their nature-and

- phySical composition to facilitate easy and quick location.

. After shelving the documents, they must be properly provided with required guides

like shelf-puides, row-guides, tier-guides, bay-guides, gangway guides, etc. 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. o

The documents are frequently misplaced cither ihtentionally or unintentionally, it is a

- rectification; Self rcctiﬁ_catioﬁ will help in easy and quick location: _
_ - The document coliection 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.

In ordér to protect the documents from damage due to frequent handling by the users

175

always necessary to rectify and put them in proper sequence, which is known as. shelf- .’ h

and maintain thém for long, théy need proper bj11ding. ‘Binding protects the documents in _f"__ '



several ways from its damage and also increases their life span as well as acids to the
-durability of document The binding can be made either by the library itself or dSSlgnud to
others. :

In addition to all these protective measures, the documents need some [preventive
measures to maintain them property {or longer time. In order to prevent from féaring the
pages, damag-ing, stealing and misplacing the documents a close watch on fhe readers
activities 1S pocessary. Sufﬁment stadf 18 to be ungagged to maintain wgﬂance to stop
nmilsuse of library resources.

9.7 CQNSERVATION_ N o

Conscrvation denotes the specific policies and practices included in pretecting the ~
library 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
enivironment - ywhere the books are stored and actual treatment of them. The preventive
treatment such as de-acidification, stabilization of leather and binding malerials, curative
treatment, rcbinding, restoration, etc, are parst of conservation activities.

One of the important library functions is to preservé the documents for future use
either in its original form or in ancther form such as Microform. The libraries possess not
only books and periodicals but also many other types of material (refer Section|9.5) such
as maps, photographs, microforms, slides, sound recordings and video tapes, etd. Hach of
these materials are subject to a number of hazards.  Therefore, they need- speciajl carc and
attention to protect and preserve them. The factors that affect the library materials are:

1) Enﬁrohméntal factors (atmospheric factors)
i) Chemical factors '

iii) Bidiogical factors
ivi  Other factdr's h

i} Environmental Factors

The atmospherical / environmental factors such as climate, humidity, ventilation, h
light, etc. cause the condition of documents.  The location of the library also contributes
n mutilation of docuiments. : '

Therefore, maintenance of good climatic condition is mecessary and if possible air-
conditioning will be useful, The humidity and moisture is harmfui for document_sj, bence a
constant temperature should be maintained. Somc librarics. do fumigation, The madequate
ventilation results in damage of tbc documents hence care s to be taken 1-F0 provide
sufficient ventilafton. ' '

_ The ultra-violet radiation in natural light will cause mote -photochemiczial dé‘terio— _
ration. The direct sun rays causcs damage to paper and binding. The papblr becomes

cmbrittled and  the colour fades away, the binding becomes stiffen. Hence, arrangements

should be madc by providing spcmal glasses and window-blinds to avoid toomuch light and
sur rays into tht, 11brar3 ' - T o
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ii) Chemical Factors

The chemical agents are alsoharmful to the documents. Paper gets damaged by the
acidity of cellulose with which it is made. The audio-visual documents suffer from basic
instability of the materials used. Hence, proper care is to be taken for storage of material to
safeguard them from deteriorative agents. . '

iii) Biological Factors
- The biological factors inchude vegttable agents, animal agehts and human agents.

The vegetable agents include milde\e\}, fungi, bacteria, ctc. caused by too much of
huwmidity. Documents in the library needs to be protected by preventive or curative measures
from these agents. The rooms should be dry and provided with cnough venti-fation.

Formaldehyde is an effective fungicide which can be used for the rooms. In case of
bound volumes 5% solution of thymol in ethnol can be sprayed in the room. To protect the

documents from fungi, they must be put inside fumigation chamber.

The animal agents are paper parasites such as ihsects like silver-fish, termites, maoths,
cockroaches, mudwasps, book worms, etc. and rodents like mice, rats, squirrels, ctc. which
eat and spoil/damage the library material. They can be effec-tively controlled by chemical
- means. Insecticidal solution should be applied on the shelves before putting the docurments
on the shelves. 50gms of pyrethrum and 50gms. of DDT are dissolved in pétrol and sprayed
on the cupboards. To protect against sibver-fish, sodium flouride is used. It is also essential
to keep the premiscs very clean 1o avoid these parasitic agents,

The human beings are also responsible for damaging the collection while handling,
while reading, and with their anti-social habits like stealing and nmtilating. Normal wear and
tear in handling thc documents can be reduced by proper binding of documents. The niate-
val damage while reading or using the docu-ments, like staining, folding, scratches on
photographs and records, handwritten comments or putting 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 realisc the importance of ~documents. The pilferage can be prevented by
carcfully laid plan and by imposing strict vigilance. o - )

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 hurricanes, typhoons, earthquakes, tidal waves, heavy rains efc.

. Repaifs and restoration is a regular conservation process in the libraries. Almost all
damages can be repaired, including documents soaked in vaater, 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 strengtheny, clean, wash flatien or réghue it. This is the first stage of restoring a
paper document. A more seriously damaged document will, have to undergo special treatrent
restore its condition, using relevant techniques. s
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Fumsgatmn Chiamber : The fumlgatlon chamber is constructed Wlt‘h 'urtlght

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 fimes will
come out and travel through the holes and reach the top. of the chamber In this way fumes
spread all over the room.

Paradich]orobenzé chemical can also bé used in the ﬁlmiga—tioﬁ chambeér - which

will 1ut0mat1ca1iy vapourise by itself in atmospheric temperaturg and do pot rerl:lum, any

‘heating with an electric bulb. *Since this chemical produces fumes wluch are denscr than
aif, it is put 'on the top most plank of the chamber,

‘Ethylene 'oxidc and cér.bon dioxide are also tlscd in cylinders fof fumigation.

Dependmg upoen the prcva,lhng fungi the books are kept mside the fumigation
chamber for one or two weeks, In archives, bulk fum;g_atlon is done by puttmg the books'in
a wagon put on rails and is pushed into the chamber.

The steel or woodch cabinets'can be used in fumigation chambers. [The steel
cabinets are mostly used in tropical coun-tries. ' '

9.8 WEEDING/WITHDRAWAL OF DOCUMENTS

Weeding is the process of removing the documents from ‘the li.b'r.‘ary collection

which are damaged, wornout, unused, extra copies and outdated. It is also known asthe -
process of withdrawing unserviceable reading materials from circulation. ‘This pr cess isas
important as any other i the system of collection development. Some people| view the
~ weeding as ‘the reverse of selcetion function. Thb collection becomss obsolete 1if proper

' wmdmg 1s not practlscd

Wezding mcludes transferring cxcess copies, rarely nsed books, and meterials no
longer in us : to storage. - Purging 1s defined as ‘officially withdrawing a volume (all eritries
thade for a book have been removed from library records) from a library collection because
it is no longer needed by the users’

9.8.1 Need for Weeding

There is every need to remove ge uuwantud matenal from the collection for exten-
sive and effective use of the library by threaders. If the weeding programme is undertaken

periodically, the collection can be updated with latest volumes. by removing unwanted
' materlal Apart from thls there are several reasons for weeding out the llbrary material. They
are:- : CE o
- to'save e space'(ﬂoor and shelf)

- to avoid unnecessary maintenance
- io mmprove access

- 1o upkeep the collection
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- 9‘_-8_;.2 Criteria for Weeding

- Once the demsmn for weedmg 1s made the crlterla or pohcy must be formulated f .
~for’ careful unplcmcntatlon of. wwdmg programme. The weedmg process is not an ovc,nught

R 'betore weedmg out any matenal in the- hbrarv They are:
| . ]  - ' .'Ihbrary goa.ls and objectwes |
e the funds a__vallable fdr bpymg' morcsatlsfactory titlcs_ 3
- .'ay;ailability' of other doéu;nénf_s':_illi thc .Sub.j.e.ct' o
| - _"_.thc dcgréc‘_toz-wlgich thchbrarylstofunctlon as an archi.vé .
_ | the Iuscfuiness of a bobk m ﬁlturc o |
9:8.3 The Materla! tu be Weeded out

The vxeedmg pohcy nceds to be prmared by the 11brary wherem guldelmes for

‘what items are to be weeded out from’ the collectnon H F McGraw suggestion includes-a
fairly comprehenswe list of such 1tems ' N : s
. "—""'dupllcate o
- - - unsolicited and unwanted glf’cs K

- obsolete books *

- supersedcdfold t:dltlons _ :

_:_; - books that are mfectcd chrty shabby womout torn out

- books with smalil print, brittle paper, and rmssmg pages

- unused,. unneeded volumes of sets -
- erlochca]s with 1o mdexes

v 9 8. 4 Barrlers to Weedmg

. Thcre are some bamers to 'w_eedmg programme which are often mentioned as excusess
for not 'weeding. It is essential to overcome the below mentioned barriers for effective weed-

- Tackof time
- fear of criticism .
"= - fear of makmg a nustakc
- reluctance to throw a book out
' _' - defferencc to management.

9, 8 5 Dlsposal of Weedmg Matenal

-~

_ Aﬁer havmg been 1dcnt1ﬁcd the items to be weed»d out, a decmon on hov\ to
_ dispose. the matenal is to bc taken Theé wcedcd out, matcnal can be disposed of in the . .
_ -followmg ways o I S

i
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activity  and it cannot be dong i in isolation. ‘Several aspects are to be taken mto c,ons1derat10n S




- gifting to local libraries . .
- sendmg to dep031tory centres. - L
- maintaining a separate cequence of weeded out books in the l1brary

R 'sellmg them

\s.’ - "exohange w1th other doouments oL o

After takmg a. t‘ nal decrslon the weeded out materlal should be dlsposed of as per{

' the*rules of the hbrary

99 LETUSSUMUP

Collectlon development is an lmportant process in the hbrary smoe thevar:ous types :" "

of matenals aré acquired to meet the requlrements of the users in accordance with the aims

-~ and objectives of the institution.  The image and strength of thellbrary depends upon 'its -
collection. Therefore, it needs -a dynamic and sound polloy covering several aspects likethe - -
o Objectlves, Selection, Acqulsmon of various types of material, the1r Mamtenance Ponsewa— .

tlonanquhdrawal o N c S I

The polloy dooument should olearly descrlbe various objeetwes of the ins itution as
well as the obg ectives of the eollectlon development ' :

The oollectlon developmenl mvolves two main actwltles namely, sele thIl and

: aoqu1s1tlonfeolleetlon Selection of documents is an mtellectual operation for choosing the '

“documents and: collectlonfacqu:snmn refers to the proeedures to. 'be tollowed tor acquire .
" them which is 2 routine clerical -operation. ‘Each- library needs a deﬁmte selection and

'acquls1t1on pollcy for. acquiring different types of materral llke Books Journals and Non—
'book material requnred by the mstrtutlon C

Th oolleetlon development act1v1ty wnll not end wnth the procuremen of doou—j
ments butai o needs constant maintenancé and. proper conservation of materlal eepmg in-
 view their mtrmsw and - extrinsic values. Regular weedmg of the unwanted doorments is

2 _neeessary to upkeep and update the- colleotlon

™,

Thus the coIIectlon development oovers the whole gamut of act1v1t1es rtght frOm -

selectlon to. acqms:tron mamtenance, conservation to- weedmg out the materlal

9.10 GLOSSARY

"_,,'Acquisitio‘n:_-: B The process of obtammg books and other documents for a llb 'ary/
o g a .'documentatlon centrehnformatlon centre o v

Binding: - o The strong covering of the book The prooess whereby the sheets are’

sewn or otherwise fastened into a permanent cover of book-binder’s
board the sides and back af whlch areoovered w1th leaﬁher or cloth or-
: other sultable matenal :

b =i

T e
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A set. of blank shc.ets of paper bound along one. edge and enclosed'

L :‘ wrthm protectlve covers’ o form 'd volume; cspecmllv a vmtten or, S

) prmted hterary composmon presented in. thls way

| Consel‘Vatmn ‘.: S
Docament;
' Exéh#‘?ge.:
| ‘:I.‘}I“f'“al': n

. Microform:

:The use of ehemlcal a.nd phvsrcal procedures mtreatment or storagc to'," Lo
- ensure the preservatlonof document :

'_:Materlal of any kmd regardless of its physrcal form arid characterrs- T
 tics, on which mfomlatlon has been recorded. .. ' e

‘ Tlle e)rchangc by barter or trade of duphcate matena] wrth other
Jibravies. . Tl o . .

) A per10d1cal 1ssued b} a soc1et5 or institution and contammg news o
‘ prooeedmgs transactions and reports of work earned out m a pa.rtlcular P
'.ﬁeld AT ‘ S SN

' 'Mlcroform is one whrch eal*nes a]most permanently reduced i mages. of =
”-prmted of, written matter in such a way that the reduced 1 rmages are no

. '_'_longer leglble to read mth naked eve. .

" Non-book: =
_ Presersrati:oh: Lo

- Reference

o thorlta‘uve mformatron

Standing, order:' H

Those library materla_ls whlch do not’ come wrthm materlal the deﬁm— -

tion of a book or perrodreal and whlch requlre specra] handlmg

Measures taken for thc repalr restoratron protectlon and mamtena,nce o
L -of the’ archrves/documents T '

. A book or work comprled to be referred to book/souree rather than

for continuous reading,” Any publlcatron which 1 18 used to obtam au-

P

| An order to supply eaeh suceeedlng lssues of a serlal/perlodlcal or sub-‘-l_ L
- sequent volumes of a work published in a numbor of volumes ISSllt:d: 2

e mternuttantly It is also called contmuous order

' Stnb_scriptid:t B

~ Subscription price:
B T 'pubhshed The pnce is usual]y lower than the aﬁer-pubhoatlon pnce

.Te'xt-book_: ,

. Those publlshed at mtervals by soeretres and book 1ssued to subsenb— _

o mg members L

YN

The price- at whlch books are. sometnms offerod for sale before they are |

A A book written espeelally for use by those studymg for an exammatlon‘.'_ S

) _' ina partlcular subject

S Textual _ dor_:’_ﬁ_m_en__tS

 Weeding:

Manuserlpt or typescrrpt doeuments as dlstmetfrom cartographrc an--

jdrovrsual machme readable ar-treles

| : .' Dlscardmg frorn stack of books whlch it 1s consrdered of no further use g |
.-rnthellbrary S . . : S
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9. 13 ASSIGNMENT

9 11 REFERENCES AND RECOMMENDED B()OKS

' ‘BONK W . and Magrlll R M. Bu;!dmg hbmry colfectzon New Jersey Scare CIOW pre'ss,'

CARTER, MD Bank 1. and Magnll RM Bm;’dmg Library coﬁect:ons 4th ed. Meruchan

P(NJ) Scarecrow press 19?4 B

EVANS G Edward Developmg L:brary Colfectzons tht]eton tuolorado L1braries_un1in_i- o
'1ted1ne 1979. : . ]

_FORD S The acgwsrt:on of l:brary matema}’s Chlcago Amencan lerary As:,ocnatlon

GUINECHA"I Clalre and Menour Michael. General mtroductzon to the te¢ hn_fqueS‘IOf'
-Informaﬁon and documentatron work. Parls UNESCO 1983 ' -

MITTAL RL. Lzbmrjy Adm:mstmtxon 5th ed New Delhl Metropolltan Book Co., 1984

SHIPMAN JC. “Collechon Bu1|dmg” (IN Encycfc)paedm of Ltbrary and Infor matron Ser~ '
vice. New York Marcel Dekker, 1971). VolS B B _!7 o

SRIDHAR, M.S. Problems of coHecnon developmem in spec:al lzbrarzes New IDeIhi:'
Contcept: pubhshmg Co 1992. - : o :

_ T 1) VlSlt the nearest hbrary and observe the pohcy adopted by them for seleetion 'and-
- acqmsmon of different types -of hbrary materlal then‘ mamtenanee conservation and :
: weedmg and prepare an essay . :

9.14. MODEL EXAMINATION QUESTIONS

I ESSAY QUESTIONS o

I) What isa oolleotlon development pohcy" Brleﬂy descrlbe the varlous
~ elements to be covered by it.
2} Whatare vanous types and methods of acquasmon of books|and journals ina .
library?
3). - Describe the various types of documentary sources and thelr selection and.

‘ © ‘acquisition.. :
4y -.Explain the: 1mportance of mamtenance of documents and how ‘uhey can be'
B -protected from. various factors affeetmg, ; the documents for their ¢ urability. -

5) - What is weeding? Fxplain the need and crlterla for weedmg out the material
~and the materlal to be weeded out. S

. SHORT NOTES

.a) - Acqmsntlon methods. L
b) . Different types of I1brary materlal

) Fumlﬂatlon L
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'UNIT - 10

BUDGETING PROCESS AN D :
METHODS L |

10

-Structure
j'~1_’0.,0 Aims and OBjecﬁyes'
101 ".Introduction - o
<102 Budgetmg Definition, Puxpnsc and Formulatlon
' 10.2.1 Defiitions
10_2.2 Purpose of a Budget
10.2.3 Budgeting Process -
1024 'Formulation of a Budget
3 Budgct Preparation '_ .
10.3.1 Methods of Budge‘t Estunatlon —
103.2 “Tips for Successful Budget Makmg o
o 10.3.3 Techmqucs of Budget Prcparatlon _' £
104 Budgt:tary, Control "
105 Types of Budget -
1051 Line - Item
'10. 5. 2 Lumpsum
10.5.3 Program Buclgetlng
10.5.4 Planning Programming Budgenng Systems (PPBS)
10.5.5 Zero Based Budgetmg (ZBB) :
'10.6 Let Us Sum Up '
107 References
. 108 Glossary’
109 Assignments ,
10.10° Model Exammanon Questlons :
10 0 AIMS AND OBJECTIVES

Tlns unit deals w1th Budgetmg process and mcthods used in the hbranes Budgenng is

an nnportant ﬁmctlon in the library management

 After. s_tudylng the unit, .yo_u should _be able ;o. a

~ definc '*the'tertn. Budgeting’ o
_explain the need for budgeting in libraries

desctibe how budget 18 prepared in llbranes '

- discuss. vanous techmques of budgeting and their use in llbrahes and 1nformat10n
centres C :
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10.1 INTRODUCTION

5

Finance is one ofthe important resource for mananmg the actmt]es successfully inany, .

- orgamsdtion mcludm" LICs. The LICs rieed to look: for various sources for finances and |
spend them in a,planned and careful way. The planning and controlling of the financial resources

are known as budget, Libraries being non-profit making service m%lltutmns they have to
make optimum use of their financial resources. Further, LICs are also accountable to funding

- agencies in particular, and the society in gneral. In addition, LICs are facing financial cr unch

and at the same time the costs are ever increasing. In the tight of the above the LICs have to '

plan their budget with utomost care. Let us see more details about budget in this unit.

Bﬁdoeting is-deciding or cstimating in advance, the course ofaction to E’!ChieVE" a particular
target or objectwe in a given period of time' a]ong with the numerical explcssmn of the inputs
required and the outputs expected. Normally, a budget statement is expr essed in both the
ternis currency and quantity (Units). Currency refers to the cost or value and quamliy refers o
the activity level or volume of function. i

Hlstoncally budgets |dcnt1ﬁed with ﬁnanc1al documult% prepared by go ernmcni or
ba!ancmg anticipated revenue receipts and planned expending for defined fiscal periods.

Budgeting in libraries, which is usually on a yearly cycle,' is the piimary means by _
-which formulated plans can be carried out. More and more, as there is greater financial
constraint, librarians find themselves spending greater amounts of time in budgeting review,
" analysis, and presentatlon Many types ofbudgets are not really apphcab]e to libraries, since
libraries are not primarily profit making institutions. However, several diffetent types of
apbroacheS 1o buclgeting are being used in libraries, and these are discussed in this (.hapler. '

The Budget is perhaps the bestand most tmportant control device in existende to measure
programs and their effectiveness within the organisation. A budgetisa plan for the|coordination
or resources and expend:tures of an organisation. ‘ ‘

Budget is always inﬂﬁén_ced by thé_: following factors:

1) Money that is available for; | o
~ 2) Money that is required for; = ' ‘ ‘
| 3) Monéy that asmgned to a pamcu]ar purpose !

A narrow, at the same time, the prinbipal purpose of a budget is bélancingl of estimated
revenue and expenditure in order to achieve set goals. Itis also a control instrumeént 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 period of time.
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10.2 BUDGETING - DEFINITION, PURPOSE AND FORMULATION

10.2.1 Definitions o I
- -l). The term *Budget’ may be defined broadly as “a statement of the ﬁnah,c’iai position.
~'of a sovereign body for a definite period of time based on cstima‘tes_ofcx'pendi-tu_re during the

‘period and proposals 'ﬁjr'ﬁnancing them”.

2} Herman C. Heiser'defined budget “ as an overall blueprint of a comprehensive plan
()'f'operations_ and actions, expressed in financial terms, appeat to meet the basic requirement
of the new lgek”. ' o ' ' )

. 3) Jo Bryéon states that the budget is the financia statement which is prepared and
approved for a specific’ period of time and which provides détajls.of the j}ropdséd expenditure
-and revenues. It is prepared prior to expenditure taking place and constitutes both_ the means -
of control as to how monies are spent and a check on what moenies should have been :'éceiw-;:d_ ‘

Ttcan be simplified by statin g that the budg_el; is a plan. It represents choices made from
alternatives for expenditure, and it is used to coordinate efforts towards a specified end .-

- 10.2.2 Pnrpozse.-of a Budget

The very purpose of a budget are: to limit expenditure to income and fo assure planned
spending on economic basis. Other words, the major purposes for having a budget are planned’

coordinating and controlling enterprise activity to achieve it goals. -
It ts a plan of action, wherein - T : : o

a) costs of plans for cach unit during a given period
..b) estimates combined into a wel] balanced programnie
¢} feasibility of plans combined with goals and -

d) actual results during a given period. L

It may be useful to identify the three imp(_)rt'_ént functions of d budget: .

t) It is an investment for planning: After identification of present obfectives and pians, -
these plans are expressed in {inancial terms: S '

i) Asacontrel or reporting device: The budget should function as a control device,
- wherein the management can check/compare the progress of actual peroformance -

- against the plans, objectives and programmes: and

iii) Defines assignments: The assignments are prepared and budget, is allocated, therefore
the budget will define the assignments to every level. o o

On the basis of the above, it can be understood that budgeis involve an Antegrated.
activity of planning and controliing and acts as feed forwarding control to plans, programmes,
procedures, etc. ' ' S
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10 2. 3 Budgetmg Process

The domlnant factors mvo]ved in the bud geting process are;
1) Legmmate obJectlve or target to be achleved |
2) Available resources i, 2 factors of productlons

- 3) P0551ble quantum ot Tesources to be made available .

o 4) Tlme duratlon requtred to achleve the deﬁned objecnves and o

5) Other facto atfectmg the size and nature of bud get e.g. compet:tor"s performance',

_ and strategies, Government’s policies and guudelmes market fluctuations, customels al:titude ’.

prevtous year 8 performance and experlence etc.

~When the budget is for a publlc sector organlsatlon ora Government dep‘ rtment; it
" becomes essential to consider .ong more significant aspect i.e..soclal respon51b11 ties. Any
~public sector firm or department is supposed to be a ‘service centre’ for society. Hence,
soc1ety 8 genume interest becomes the vital factor for libraries in abudgetlng exe plse o

1024 Formulatlon of aBudget . o

Formulatton ofa budget isa prehmmary step to prepare a f" nal budget. It is necessary
to identify what are the fevenues and expendlture fora partlcular perlod of t1me of a particular
hbrary to prepare a budget ' ~

The followmg are the steps mvolved in formulatlon of a budget

1) Budgetary Cycle- Bemg an annual recurrmg act:vnty, budgetmg follow 2 cycle of
operations - initiating the process preparing estimates of revenue, workm g out expendlture for -
each unit - Services, consolidation of unit budgets in the overall budget Just1fymg the budget '
proposal i nal approval and contmuous review.: .

11) Perlod of Budget The budget generally operates forone year The perind cevered
by the budget may correspond to the calender year o the ﬁnancnal year of the parent body. In
practlce itis a financial year - o

. iii) Imtlal phase' Thts starts with the review of the ST .
working of the previous year’s budget, collection of data, assessment of changes, if any,\

formulatton of Budget prlﬂClp]eS and po] icies to be followed for the commg year

: 1v) Formulatlon of Unit Budget' Proper formulation of a budget should start at the o

unit or section or department level. In preparing the budget itis preferable to involve persons

‘ concerned with its execution. Great care is neéded to balance the requirements of different -

wuts so that plan objectlves are achieved and inter- unlt conﬂlct is. avotded

B v) Consolldatlon. Unit budget aré 1ntegrated to form the overall budget for a libra'ry.;:

~ Atthislevel, control is to be exercised to ensure that the budget is balanced is capable of being

B approved resolves mternal conﬂlcts and above all, the estimates reflect the|object|ves to’ be™

- . : : . o ) Y
T
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" achieved. Resources being limited, "all the'gya_ilablé alternatives t_o reduce cost without - -
compromising on quality and output need attention. o : -

- 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
‘ailocations under each head supported by statistical data. This is in relation 1o the plan and
overall policies and programmes of the -organ‘isationb Sometimes comparison with similar
other libraries may easily convince one about the need for what has been proposed.

v'ii').'Budg_et fbrmat and contents: .The _budge:t format depends on the financial norms
foliowed 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 . : o o

- Some of the major heads included in the lfBrary Budget format are given bt%‘:low.

. REVENUES/INCOME . EXPENDITURE
Block granf, S A. -Recurring:
UGC Grant . o Salaties & Wages - :
 Allocation from the parent body. - * Books fund (reading materials)
CeSs&Taxels'_ o ;' - - . Subscriptidntdc_urrent'periodicals.
. Gifts/donations o » S _ o o
- Fines/overdue charges .- Binding-Charges.
: Depo_sifs - ' - N . Stationery |
Registration Fee . - _ I,P(_)St&l Charges
_ End'owments/Donations" . Rent&loans _
Library fee/service charges B Iriéﬁr_anée photocopying and o‘ther'
- ' : ' " service maintenance charges’
(Hidden costs) o
- Sale pfo‘?eeds' from old news - o 'Trailllin'g/semi'nars.'
papers : ' _ - National Library week
- Intereston deposits 3 --.‘:Cultural'prbgrammes '
S : B - Miscelianeous. _ = o
Recoveries towards loss of books B, Non-recurring: Building/extension of
etc. ; -/ building Equipment/Furniture; '

Machinery/computers, etc.

* Ammong the above sources of income, one or.more items may be applicable /relevant to any type of
* library. ' S : ' : :
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o '-10 3. 1 Methods of Budget Preparatlon

One formulatlon ofa budget is done the next stage lS to prepare a ﬁdal bud'get -
' requlred fora hbrary fora partrcuiar ﬁnancml year, : SR

1.0'.3 | BUDGET-PREPARATION 3 |

Preparatlon of budﬂet isnotan easy _|ob Tt needs lotof ﬁnanmal plarmmg The ﬁnanmal
: plannln g includes forecasting which is possiblé only with experience, knowledge exposureto
- new techniques, procedures and techinology. However, the environment plays a very jmportant .
role in fiscal planning. 'Budgeting is inciuded as a riain funet'ion of management which indicates -
its importance. Asth- ‘inances are limited and also essantial, it needs to be prepared systemati- -
cally and earefully e detalls of budget preparatlon can be seen in the followmg sections:

1
There are three Ways in whlch the hbrarles can prepare budgetary estlmates

l) By comparlson wrth past cxpendlture
- 2) In accordance Wlth the work programme and

3) By usmg arb:trary standards & norms.

1) By comparlson o

: Estrmatlon ‘of future expendlture can be Judged on thé basis of prevrols year s
- expenditure, the appropriation for the current year and th_e_estim_ate_d expenditure for the ensuing

©2y WorkProgramme : o |
“The objectwes of the budget is formulated on the basis of needs i in terms of servrces o
. be offered md work to be aecomphshed work programme mclude Lo '

ay b )grammes . '
. b) Services (exnstmg and ant1c1pated) :
o c) Number/types ofusers (Stze and type of users)

3) Standards and norms _ |

The standards and norms are usefui as gurdes to prepare the Irbrary budget The laid
down norris and local conditions, 1nﬂuence the preparatlon of hbrary budget 3 .

The exustmg standarde in budget alloeallon are as fo]lows -

aj Percaprtamethod T '_ N o ;
~ Inthis method a mmlmum amount per head ofpopulatlon is f"xed wh:ch is cobmdered
' "essentlal for provrdmg standard/mlmmum library service. .. . -~

_ The per capita income would 1nelude all ]wmg persons |rrespect|ve of age and llteracy
In other words, the safest methods is to estrmate hbrary ﬁnance per head of populatan
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The finances can be allotted by both state and central Govemmeuts In certain ratio as
nmtaiching grants, based on constltul:onai obhgatton '

b Sfandardb and Budget R@tios’:

. In India, Dr. S.R. Ranganathan suggests 50 poise per capita expenditure for Public
Library. ' :

The UGC lerary Commlllee (195 7) recommended Rs. 15/- per student and Rs.200/-
per teacher for acquu'mﬂF reading materials for a Umvetsny/College L:braries

4) Proportm:nal Method

It means to set the ratlo of library expendtture to total bud get of an institution/, govem ment

In India various standards have been suggested for publlc 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 Government, as the case may be edrmarked for public library
purpose.

As regards academic libraries in Indla the Un:vcrs:ty Educatlon Commission (1942-
49} had recommended that €.5% of a Un:velslty s budget would be a reasonab le expenditure
on Libraries. : 3

. The UUGC suggested that this e‘(pendtture could vary from 6.5% per cent to 10 percent
dependmg on the stage ofdeveiopmcnt of cach Umve:slty Library (]959)

10 3. 2 Tips for Successful Budget Makmg

1) A permanent budget file should be mamtamcd and any policy amendmente and
additionai expendltur’c must be recorded from time to time,

2} . Each section inthe L]brary shou d alse maintain a separate budget f'le and record
any financial requnrements ﬁom time to time which are to be incorporated in the
\ ensumg year. '

3 Expected expansion of the building, service units ctc., must be prepared from
tlme to time and proper estimates should be mcorporated wn the budget,

4) The new dcmands of the users are to'be :ecorded and estimated to mcorpordte in
' the ensuing budget. :

' 5) Purchase of new machinery etc., must be estimated and

6) Lhanges in the cost of publication etc., must be taken to 1ncorp0ratc the same-
- while estimating the budget.

7)  Opening of new courses and departments must be taken care ofwhlle estimatmg
' the budget. L 3 '
Library budget always must keep pace with the chfmcres in technology and standard of
living of the.people in the country. o '
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10 4. BUDGETARY CONTROL

-10.3.3 Technlqnes of Budget Preparatlon

_ As stated in the' earlrer sectrons, we should use the méthods and tips i budget preparation. c
_'In addrtron to.above there are few more techhlques that can be applied in budget'pr,pa-ration. N
: They are _ _ o SRRETR _ B :

a) Stress on non-fi nancza! indicators: The budget should stress on ftems which. are
“non- frnancral such as_improving iabour ef{"crency, optrmum and capacrty lisat—ion;
_ rmprovement of procluctron and efficiency, etc. ) D . 0

b) Cnmpetmve approach: 1t is essential to take into corrslderatldn earlrer‘ '
performance vs. expenditure, and prepare the present budget competitive to.that of earli ier.
With this either one need to' work for better performance w1th the same expendrtu ¢ or.same
performance with less expenditure. ' : ll '

_c)' " Multiple level comznoency In th|s the uppel and lower levels, a|budget is
necessarrly to.be estrmated On the basns of expenences and forecastmg a balance‘ has to be
found out. :

_ 'd) Hard line and soft pracfzce Jpproach - while 'allocating the bLLdg'et .the'- :
" management should be firm and competitive. A reserve fund to be created and on the basis of -
real and geniine needs, the amount-may be allocated from the reserve. :

In addition to the above, as. already stated in the T|ps departmentallsatron of expenses
w1ll help in: budget preparatlon ' AN . _ S

, Bud getary Control represents the'sets of techmques ut111sed for administration of budgets _
as instruments of control for attainment of defi ned objectlves If provrdes borrowees of
~“inspiration and media for effective communication. It also creates in the employee “Pride i in

'his work and loyalty to his employer and also provrdes a “Large measure of satlsfactron _
' beatlng a standard set down as test. '

Budgetary control is also used asa means of Managerlal control It is the prdeeSs Of '
comparing what was planned wrth what has been achleved accomplrshed durmg 2 speeiﬁecl.
-perrod of time., : '

Prof' t making orgamsatton begln budgetary control with as estimate of sales arjd income.

_ Whereas in the non-profit orgamsatlon the. starting point is the income: derwed from known
: fundmg souroes : : !

) Bu_dgetary control eonsists of three basic steps. T_hey ar¢: A l '
. 1) Tle costs of plans for cach unit duung a given perrod of tlme are exrlressed in
monetaly terms using much the same terms on aceountant

-2y All the estnnates are combmed intoa well balanced programmes To pre are these
programmes, there is a requirement .for 1nvest|gat|on of each plan to check the financial
- feasibility. These programmes need to be compared wrth the objectlves Ulti ately, the '
'programmes need to support in realising. the objectwes “'1 R

—— N . n ' )
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3) For a given time perrod the actual results are compared wrth the combmed estlmates -
of step two Any significant drfference between the estimates and the act al results should L
- entail some cotrective actlon In short the budoet becomes the standard or apprarsrng the ~ . . o
operatmg results ' - ; R o ;

Stages of Budgetary Control

Whlle using a budget as atechmque of eontrol and performance evaluatron the followrng_ Co
stages need careful consnderat:on ' - o

1) '_'Preparmg a budget statement.
2)" Recording the actual performaitcei-'- R

3 Per1od1cal comparison_ between the budget and actual performance and ﬁndrng -
© - out the favorable or unfavorable drt‘ferences { Varrances) :

AR rndmg out the causes for such var 1ances :

5) . Groupmg, these variances as “Controllable” and “Uncontrollable” based on the
" -causes found out.. AL :

6)  individual or the 'group of ind_ivi_’d_uals for_'t_he_fanorable or unt‘avorable variances,
~and S RS ¥ _' . - R
7) If required, revrs:ng the standardly or budget speuﬁcatrons in order to sult the '.

cycllc envrronmental changes

‘In the light of the above |t is clear that the budgetary control isa contmuous ﬂex1ble
and unblased process.. However, the budgetary control requires complete knowledge and
_ practlcal appllcatlon of' the followmg funclamental concepts and techniques:

a) Cost beneﬁt analysrs. -
o b)) Contlngency approach

' 3 Quantrtatwe techmque ViZ., CPM (Crltn:al Path Method)PERT (Programme- .
: _ Evaluatlon and Revrew Techmque)

” d) ‘; Management [nformatron Systems (MIS)

All these concepts are dlscussed at d:fferent places in thls Umt
' The advantages of bud getary control are

1) . 'Improved planning and control of the actmtles ‘
i) . Optimum use of resources - . . .- & .
‘ili) - Ensures coordination and commumcatlon :
iv) - Ensures participation of workers and - ‘
v) - Ensures contmu1ty of programmes and actrvmes




10.5. TYPES OF BUDGET

" The types of budgets discussed here are 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 thie aspect of the opevation.

These inciude both are traditional approaches used by miany organisatiofis aLd the more
inngvative techniques that have only recently found their ways into libraries. As these new
. techniques are considered, it must be kept in mind that it is always costly to switrih from one

system to another. Therefore, the advantages of a differcnt ot new system mus be clearIv

examined before one decides to swntch from the old system.

__1051 Lme Item

Probably the most conimon type of budget 1s that approach which, divides expenditures

_into broad categories, such as salaries, ‘supplies, equipment,operational expendifutre, capital

expenditures, and miscellaneous, with further subdivisions within these categories.| its primary

disadvantage is that items which in these categories can be designated to such a degree that it

becomes difficult; if not impossible, to shift them; thus system can be inflexibie to fnnovation.

For example, within the broad category of “materials and supplies” it may bccome desirable -
fo add subscrlptlon money for new periodicals after the budget has been set.

There are several advantagcs to the line-item ap’prOach.‘ For one thing, i'ine-item budgets ‘
are easy to prepare. Most are done by projecting current expenditures to next year, taking cost
increase into account. This type of budget is also easy, wherein cost increase taken into -

“account. This type of budget is also easy to understand and justify, since it can be|shown that
the allocated funds were spent in the areds for which they were budgeted ~This budget isalso -
known as Formula budget.

10. 5 2 Lumpsum

A commonly used and much more primltlve varlallon on the tradltlonal appmach is the
lumpsum approach. In 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 int¢ categories -

“that can be identified. These categories are usually the same ones mentioned undcl'r line-item
budgeting: Salaries and wages, material and supplies equipment, capital expenditures, and
miscellaneous or overhead. This mlght seem more flexible than line-item budgetmg( Libraries *

using this technique are forced to develop programmes as per the budget aIlocatlpn

10.5.3 Programme Budgeting

A relatively new concept in budgetmg for leranes is the idea of pro ram budgeting, .
'whlch is concerned with the organisations activities, not with individual items. or expenditures..
which were the concern of the approaches discussed above. Such a budget is presented so that

_the Library’s activities are emphasized ahd amount cai be assigned to progra of' service
provided. For example, if a public library system provides book mobile serwfes for the
community, the cost of the service (Stafﬁng, materials, overhead, etc.,) is calcqlTed In this
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way one can see just what the bookmoblle sepvice 1s costmg ln brief, the programmes are
~divided and the budget is allocated as per the programmes : '

10.5.4 Performar_lce Budgetmg

- Performance budgeting similar to program budgeting 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 anatysis 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 budgetmg, because costs are preSented in terms of work to be
aecempllshed

10.5.5 -Planning Programming Budgeting Systems (PPBS)

PPBSisa teehnfque originally developed by Rand Corporation and introduced into the ~
Department of Defence by Nobert Me Namara in 1961. President J ehnson directed all Prlnelpal ,
Government Agencies to 1mplement it, by 1965 ‘

1t combines programme budgeting and performance budgetmg and combines the
functions of ‘planning, programming and budgeting into one. This is most discussed tool for
fiscal control. Forthis method of budgeting, the library needs to develop analytical ability to
examine both the institutional objectives and- various programmes to meet the objectives.
Plans, especially term plans need to be prepared with MIS. On the basis of plans an improved
budgetary mechanism has to be developed in order to take the program decisions, which have
to be translated into refined budgetary decisions. In shori, the broad goals have to be reduced
to specific operational programmes and identifying most economical ways of carrying them,

The steps in PPBS are

1)  Identifying the goals and objectwes of the library
2)  Presenting alternative ways to achieve these objectives, i.e., relatmg the goals
with the specific programmes. :
3) Relatmg the programmes with resource requirementts.
4).  Relating resource inputs to budgets -
=) _Accomphshment of programmes, whlch results in achievement of goals.

The budget reflects the prupose and itis essentlai to f nd the relationship between amount -
and the activity completed '

The most important aspect in this syste'r_n 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 ¢ontinuous monitoring and evaluation..




" PPBS - FLOW DIAGRAM

Objectives : - -~ Programs to ——— . — Term Plan
: : : achieve objectives '

- -~ Termplan =
Translate - . o "'.'Impro-ve_d_bud'gﬁiﬁg” w0
Programe deci-«—— - mechanism to také <]
sionsinto . - © " . “program dicisions . ' '

~ budgetary decisions S

In essénce, this scientific approach to "b_udge't'ing irrii)rove the d_ec.isi‘on-making process,:
‘which calls for systematic analysis of altefnative ways of meeting objéctives. The cruk of the
PPBS system is 'the_'sélec'tion-_'Of;la.pp'ro'priate eriteria for evaluating each alternative against
relevant objectives, it combine the functions of planning (identifying objéctives), t._'rans'ﬂormin g
-, that to a programme (activity), and finally, stating these: requirements in budgetary terms

_S"u‘ch: an approach allows the librari an to en umera_te' programs and assign costs fo those
programs. It also allows funding agencies to place programs into perspective and to e valuate:

- the é’fféétspfg:"'u't_giln-g;ménic;s from or adding monies to the budget. .
1056 Zero-Based Budgeting (ZBB) . -

- Another. néw technique of budgeting, namely, Zero Based Biidgeting, has been used

- primarily it industry and government but equaliy useful in all types .of‘Iibrar'ies,faithough ina
-+ very limited number ofcases. The congept was propounded by Pefer Pyhrr in the early 1970

to revive the 3ﬂ_1kjr‘1g company, namely Texas Instruments inUSA.. -~ o

Accordi‘ﬁg'_td this method, every manger needs to-justify: the budget request in detail

. from scratch, It-means one heed 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 m ahager

-, needs to examine, analyse and evaluate every procedure, method, inputs and outputs. 1f

- necessary modifications, deletions and additions have to be made. In addition the managér
“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 thebagis of which the achities ‘.
 be 'i,d_g:'ntifi_!_é,c_lﬂ.jn the form of decision packages. ‘These packages need-td be andlysed

' systématical']y and ranked in order ofprefcre'n‘ccfimport_ahce.- R N

I can be understood that ZBB is fiot concerned with what.happened previously but
rather with what is required in the “uture. It requires careful analysis of activities that should
- take place in the library and further rpqii_iresjustiﬁcati_dn-_f_or. ca_ch unit of work identified. #t -
- forces each unit manager and the unit workers to identify priorities within that unit of the
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orgamsatton Doing this and by statmg itin terms and cost, forces the unit to answer the
questions: “Is it really worth it?* dnd” Are thcre any alternativesto ach:evmg this objective?”.

ZBB also reqmres that Justlﬁcatlon of each programme will start from Point “Zero in
the discussion each year. This is mainly due to the fact that the expenditure incurred may be
1rre|evant or outlived its uitlity. This method aims at promoting better value for money through
cost reéduction by cutting down unwanted and wasteful expendituré. This‘'may be done in the
context of new developments or new programmes with new mputs. ZBB seeks to improve the
quality of funds management by making the best utilisation of funds.

" Two important steps can be identified in ZBB.

- 1y IDENTIFICATION OF. “DECISION PACKAGES” : The “Packagcs” identified
shoyid be the fowest unit for which budget can be prepared. [t 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
introducing the package, detailed medaurement ()f performancc and the costs of the activity. -

2) RANKING “DECISION PACKAGE"’ : This- setting oi’priorities within eachunit of

the erganisation forces decisions to be made as to the most important activities within that un i

of the organisation. Priorities of all the units arc then amalgamated into onepool and process
is repeated in light of the importance to the total organisation. Atsome point in these priorities

there is a cutoff level,those falling below it are not funded. Since this reordering at the
organisation level involves every tinit wzthm the orgamsatmn clear guidelines for rankmg: '
must be established.

Gené;}':nl Steps in ZBB: . | £
- - i : : M
1) establishment of goal and objectives.
2) accord ptiorities of these goals and objectives

3) identification of decision uniits. 'I |
4) formulation of decision pack_éges. ”

5) -evaluation & ranking of§ll' these packages i cost benefit analysis.

6) allocation of organisational resources for closed packages.

' 10.6 LET US SUM UP

Che .
The more you know about budgeting, the better you will be able to do yourJob New
* forms of budgeting will undoubtedly oceur, each with its own processeq By studying the
various forms availible and leaming their strengths and weaknesses, you can be more effective
in pomting out the positive aspects of those forms that could and fibrary service. Cf course
you will have no choice as to the system used to report the libraries activity to its funding
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_ and although itis t|me consumm0 1t‘cannot be leﬂ for tomormw -
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10.8 Gl OSSARY

Aécom lishin' ST doné's.ucceésful-l ,'wdrk co'mpleted achievemen'
pashing o Y

.' Arbitr.ary-_. o not flxed by rules but left to one $ _;udgement or choi_cé; '
R dlscrutlonary S ; _ .

Crmix o itheessential of déciding point, P

Emphasises I togive special force or prominence to stress. - 1

Enslling

. Estlmate o o calculate appr0x1mately, cletermme ﬁenerally but carefully.‘
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E ,10.1"0 | MpDEL EXAMIATION QUESTIONS =~

L ESSAY QUESTION‘%

S I‘) - DESCUSS the aims and. Obiectﬁ:es of a Bu&oef?
' 2) . fDSﬁne l1bra1y budget and dlsCUSS 1tn puSposS .from the context of a llbrary?
"_3)._' ' '
4y |

S)f-' |

i .__'Proportlonal method of budgetmg

- '"'Percaplta méthod of budgetmg '

_ Programme Budgeting
~ _Performance Budgetmg

. The transitlonal library Budget
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UNIT-11: -~ COSTING

B

| 13

. ."'_Structu’r'e. L
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11537 lerary Circulation System

- 1_I._5.4 -Preparation of Blbllographles

- 1155 Catalogumg o

i

11.7
118

119

Role of Costmg in Evaluating an Informatlon System' oo

11.6.1 ~Cost-Benefit Analysis -

11,82 Cost Effectlve Anaiysm

Let Us Sum Up ‘
References and Reoom mcnded Books :
- Assignment : ’

11. 10 ‘Model Exammatlon Questlons

110 AIMS AND OBJECTIVES

v

_ The aim of thls unit is to famnharlze you, W|th the meanmg of costs a
~ téchniques of cost analysrs and’ the appItcatlon of costmg in the management of
) Informatlon centres, | o i s

nd costing, .
library and -




- Afier the study of this wnit yvou Wil_l be able to

® . explain the meaning of _c_q‘,s:ts and costing

* Iist out the féu;tors t‘hat constitute coists

i _gnumerate the types of costs

. ~ discuss ‘the need'_for ﬁsiu'g cost analysts in library and information centres (LICS)

* cxplain the areas ‘where the costing tech’niqueS could be applied in LICs.

11.0, AIMS AND OBJECTIVES

The libraries and information centres are playing a very important role in the
dissemination of information in almost all walks of Iife, be it scientific; tcchnica_l, economic,
financial or social activities. The cver increasing demand for information from an mcreasing

alientelo, coupled with the exponential gfowth in information is placing enormous pressure onh

the financial resources of these centres. On the 'onf; hand funds available for information -
activities are noi rising in proportion to the mereasing requirements. On the other hand costs

of providing library and information services over the [ast two decades has increased rapidly.

Thus it has become necessary for the LICs to manage their resources carefully by si[locatiug

them amongst the various services ‘efficicatly so that they can provide a wide spectrum of

services o the users. This requires carefirl planning of its financial resources and budget
preparation. ' :

The scientific management of resources and budget preparation is only possible when
detailed cost analysis is done. The proper mix of services within the limits of available finances
is possible only when detailed cost analysis of its various opcrations is done. '

Cost analysis is recognised as the. management tool to know what cach service or
product costs, to wdentify variations in 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 need for the scientific management of resources have recognised the value. of cost

analysis and have introduced into the management of LICs. E

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. These 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 state. We shall discuss various types of costs in Section

15 |
11.2.1 What is Costing ?

_Costing or cost accounting is the simpie process of breaking down resources to the
activity bemg 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 costs for various parts of
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“an organisation together with a procedure for processing, reporting on. and actng, upon the
resulting data. - In other words the syste that aims at measuring and onitoring progress -
towards the achievt,mem of the obje“tlves of the organisation is'costing. '

The above _dcﬂmtion tells us that cos‘tmg involves collec_tlon of. cos-ts' f(jl:' every job,
'proooss, ‘'service or unit. It is necessary to distinguisfh between two type's_;._o_f_ costl '1g. k

1) Process Cos!mg Here the cost data is reldted to a speolﬁc process: Let us take an
u,xamplc from our field. In the acquisition of a book a series of processes arg iny olved Wiz,
ordering, recéiving, oatalogumg and- sholvm g For calculatmg  the costs of individial processes

.1t is- sufficient to bave a costing svstt,m about. cach one of the processes. - Bock selection, -
' ordering Teceiving, funds allocation; production of ca.talogucs and: indexes, urcuh ion contro[' :
and read’y reference fall under * process costing . 5 R [ -
2
" 11) Job Co.s rmg Here the cost data 3 relatc,d to a spcolﬁc 1tem bung plot:essod In .
the above example if we wish to relate costs to diffbl’bnt types, forms. or kinds. of material, -
reg'udmg Costs rehtui t0 tho spwlﬁc item being procc,ssc,d to be. obtamed ‘The following .
come under thls oatugon o , B TS R
y Orq?érin’,g o - L Costmg, of umquc orders standng
o n o orders, approval orders. = . - |

o 2)y-Caialoguing - of monographs sena!s mloroﬁlm; :
T e T ' magnctlctapes ete. |

_ 37) Bibliographic Work - catalo&ue rr,fc,rence specml ‘
P -' o : mformanon services, etc )

1122 Need for Costing

~The costmg techmqu es are used mainly:

: ._i.), e to-find out whether the resources have bcon usod for the pu:poee for wlnch
- . they are lmendcd ' R :
i) o know’ whcther resourccs are bemg used effootw&l)
' iii) “to \esnmate the oost ofa pa.rticulaf activity, process .or-'produ'ct -ﬁ

In order to gChlLVL the first objective it is necessary to control the costs of output Le.
. keeping the costs at the planned level. To improve the effectiveness of services| it may be

. ueoa,ssary to rcduce costs by expiormg altn,matwe ways of domg the same |ob

- Need fm Costmg in the Management of LICs

Tradmonally l1brary and 111forma.non centres (L[Cs) have been providing tthr servicés _' |
free of charge. The LICs have been receiving grants from the governmeitt to meet the cost of
operations of their services and the situation is getting chaoged in recent times! Further, in the
_ last quarter of this century has witdessed the emergence of information as mdustry They are
" interested in gettmg their investment and also sometimes make proﬁts Hen'e they have to

scta pnce for the scrvices they oncr In thesc sﬁ;uatiom costmg of services is ncceasary Let
us exa,mme tlns in, dctall ' - : Do '
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) For Charging the Services:

We are aware that LIGs are functioning both for profit and not for profit. In the not for
. profit organisations also it is increasingly felt to recover the cost of providing certain services
etther fully or partially. These services include photo copying, online scarches, inter library
loans. Some LICs are asked to charge back to other user depaimicnts_-of the organisation the
cost of services offered to them. Therefore, it is necessary fo know the cost of providing

services so that cost could be recovered either pattially or fully. '

On the other hand the emergiug entrepreneurs in the information field offer information

- services and products at a price which eamns them a profit.” Here the price includes the cost of

providing service plus the profit element. T order to arrive af a decision regarding the feasible
size of operations, i.e. for the calculation of break-even point, so that he will not incur losses.
The information broker or the entreprenenr should know the cost of operations of various *

services.
i) Management Decision Making:
The management would like to find out the'right” cost for o v

‘). Internal comparison within an organisation
b} External comparison between organisations

c) Commercial Services 7

. _ The preparation of budget for LICs requires detailed data on cost of providing cach
product and service. This gives an estimate of the resources required to mamntain the existing
ievel of services, expanding the services or curtailing some services. Detailed cost analysis -
helps the management in deciding the priorities of providing certain services which needs to’

. be included in the budget. F ixing short term and long term prioritics in providing various .
services i the context of resource crunch could be decided by the management, if the detailed
cost data on individual activitics is available.” For example whether to introduce- current .

- awareness service now or later. Lo o . Co SR

‘The comparison. of achieving a particular gual through various ways is only possible
when detailed cost data is available. This helps in achieving cost-effectiveness. Using inanual
“methods or computers for information retrieval is one such area where costs play an important
role, especially‘in a smali LIC. : ' '

‘the monitoring of costs of providing various services overtune helps in finding out’
the cause for the change in costs: For example: Are the increasing costs arc due to increasing
- personnel costs. One can review the utilisation of staff time. Too many-highly paid personned
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 riecrsssar_\;‘ skills.
By identifying the causc it can be rectified and thus achieve cost reduction, - ' '

The data on cost analysis when tied to performance, measures the cemplovess and
rewards them accordingly. Cost analysis gives the comparative cost of performing a job -
- 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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- in LICS

- not generate funds within the LICs. In order to convince the fundmg agencics re, ardmg the. -

Thus costmg 1s an nnportant tool for 1mprov1ng the effectlve management of resources’

| l-n)' anding Suppoi't':u-’ )

L

Pubhc 11brar1es and 1nformatlon centres depend on government and or quasi- « s
govemnment for funding of their operatlons Even in the case’ of special LICs furids have to -
come from the parent orgamsation since most of these LICs are only: service orlentdd and may

continuance ‘or otherivise 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 accrue to.the
community. When dr ailed data on costs of various programmes are available to thy managers.
of LICs it becomes casier for them to plead thelr case with the fundmg agencies for|i moreasing
‘the budget a]locatlons for prowdmg the existing services as well as for 1ntroducmg ne|w serv1ces

'_113 TYPES OF COSTS e

The costs could be class.iﬁed in a number of ways depenclmg on thc naiure of the .
‘ 'elements in relation to the functlon.

) 11 3.1 Dlrect Vs lndlrect Costs

. The dlrect costs are the costs that can be specifically 1dent1fied witha prOJect or. actmty
On the other hand indirect costs are the costs that cannot be readily assignable to a specific
project or aétivity. All the three elements of costs could be.either direct or indirect costs
depending upon the fact that whether the cost of using a particular element in the output is
- readily identifiable or not. Sizer cxpressed the distinction between direct and indirect costs
by a beantiful expression; ‘one a.lloeates direct- expendlture which can .be d1rectly associated
: 'w1th a cost centre oF cost unlt but one apportlons lndlrect expendlture : P A

Fnr exarnple direct costs of cataloguing include the cost of Catzilogu'TE-_ cabinet,'___ _
catalogue ¢ rds, salary of the cataloguers and the typist and the cost of the space. The indirect:
" costs 1ncluue the admmistratwe expenses., . o - AT :

The main characteiistics of indirect costs: -

i) | They are not d1rectly related to'the qua.lrttty of output
i) Not controlled easﬂy

(iil) © Generally. not managed by the same actmty centre )

vy 'Products/Serwces are not dlrectly sold

| Attimes it is difficult to separate direct and indireot cost components since the specific
"~ cost may be having both the elements. The method of scpa.ratlng these elements 1s|discussed
e]newhere in thls unlt

. . . . - |
L A . -

.-'Ihe total eost-_of any acti_ti_ity thus consists of both directland"indirect ;cost'e_-' o
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-~ . 11.3.2 Fixed Vs Variable Costs
| -Costs can \be_agaiﬁ_d!ass;iﬁed as ﬁxéd_, 'vaf_iable or semi-fixed.

_ Over a given period fixed costs remain static irréspective of the level of operations.
- Forexample, 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. =~ -~ -

_ ~ There are cerfain 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, ) T o

There are certain costs which contain a fixed component in it and at the same time a

_ variéble component which increases along with the increase in the activity. We come across

thistype of costs frequently in the library and information centres. A com puter 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 full day on the computer: Ifhe has to work beyond the fixed timings -

he has to be paid overtime allowance, o - '

It is necessary for the management to carefully analyse the activities of cost centres

. witha semi-variable cost structure. By deleting a service in'some cases the fixed cost component

may not disappear. On the other hand by increasing the service level with an increase in the
variable cost component it becomes possible to reduce the average cost of the service as fixed

costs are amortised over alarge number of units. This serves as a useful argument for securing

- budget increases for specific programmes. The behaviour of these costs is shown in the graph.
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11.3.3 Joint Costs -
| ‘There are certain costs which cannot clearly be aliocated between different cost cenires

+ 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 stoppmg core service the cost of bulldmg up the collection W|11 not be reduced Allocation .

of these costs between the two functions creates problems at t:mcs So one ‘,hould carefully
assess the pmportlon of cost that should go into each actmty

' 11.3.4 Overhead Cnsts

. . . |
- The overhead costs are those costs that are fot directly refated to the unit off output but
 atthe same time there are essential for doing the job. For exampie the salary (cost} pf the head
of LIC cannot be easily accounted to acquisition, processing or references carried out by the

staff. So administration, book keeping, rent, building maintenance are essen ||ai for et

maintenance of LICs hut the ¢ost of these services cannot be specifically assigned to a par'ticular‘ -

activity. Overhead costs are mdlrect costs. Marketing and distribution costs, research and

development costs are treated ds overheads. They are the aggregate of indirect labodr matetial

and expense costs. 1 he method of allocatlon of these costs to specific activity i dlscussed

later.

11.3.5 Marginal CbSts'.

Margmal costis the 1ncremental cost of another unit of output For é xample answer -

to a single query is supplled to ten persons at a time. If the same is to be provided to the tenth
person addition cost incurred wili be only the cost of stationery, dupllcatmg, postage and the -
labour involved in recording the query and sending it.

o 11 3. 6 Capltal Costs and Operatmg Expense Costs
The costs could be dwuded into capltal COSLs and expense G()Slts

i) Cap'ital Costs:-_

of eqmpm “nt hke storage racks, catalogue cabinets, photo copiers, microfilming equipment
" computers 1s welf as buildings constitute capital costs. These costs have to be amomsed over'
the useful life of the capital equipment. If the caplkal costs are not amortlsed they djstort the
plcture ata pomt of time. :

- Capital costs are the cost of acquisition of fixed assets. In the LICs cost of ¢ E{ACqUISIUOI‘l

- For example storage racks are purchased for the storage of books and if this 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. Tf the cost of a photocopier is added -
to the cost of copying documents in that particular year the cost per copy during this period
- would be exorbitantly high. This misleads the' ‘management in planning the budget 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 of amomsatlon
or depreciation is- d1scussed in deta:l in the next Section. "’ : ;

i) Operating Costs:
These are the costs incurred for the provision of services which include expenses

other investment in capital assets. The personnel costs, cost of stationery, rent, elecknclty and
other utilities, fall under this category. In fact these costs vary according to the size of -
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operatlons These are the contmuous costs and funds have to be prov1ded contmuously to' S

"\»_'_‘contmue the operatlons KR L

ln determmmg the caprtal costs for LICs a trcklrsh problem arrses Shonld the”'
_investment on books be treated as current operatmg eéxpenses or. capltal cost?. In general- '
- books in most of the LICs are treated as operatmg expénses since there isa contmnmg budgetl R
“for the acoursltlon ‘of books. However in the libraries investment on books is quite huge. If - -
this investment is treated as ar. Operatmg cost atl.en the vaiue of the assets of L]Cs wrll be" =

'drasttcaliybcreduced o Ly T e

Ty

Thc books have a usefu] 11fe like any other capttal equrpment and book collectlon

~ especially‘in special llbrarres and information centres, where they constitute an invaluable -~ - .
asset. Hence in some LICs the mvestment on books 18 treated as capltal costs and then costs Lo

) are amortlsed over a pcrrod

3 11.4[ _COISTING_. TECHNIQUE__S j

[ECY

"The techmqnes of costmg used in LICs can be broadly grouped into two- categorles

) Voo Costng:

‘In madro costing fi first the present costs arg determmed Hrom these costs trends are

estimated and inferences are drawn regardmg the future. pat‘tern of costs.” This technrque is -

) _attempted in Lle ona llmlted scale for budget preparatron

' 11) Mlcro Costmg

The micro costmg technrque focuses on’ umt costs Th:s techmques is used to,. o
: determme the cost of providinga specific semce ora smgie unit of that service. This technlque-' .
helps in measuring the effectlveness of: a specrf‘ ic management dec:sron and brmgmg about' .

-changes i the system T

Mrcro costmg techmque provrdes an approach in. determmmg how hbrary resources . ; "'
are used.. It is a tool that the hbrary managers can use to. know how the resoutces are spent and-

how to enhance the l.ltillty of its services in‘the face of i mcreasmg costs and shrinking budgets.

‘The_information so, derlved can be used to make decisions. or to formulate the policy. The - .
effect of change in the ~system could be measured by comparlng the twor perrods pamely .

before and after the change For example the effect of i Imposmg a ﬁne o late retum of books
in the ltbrary ' . S PR

/' .

’

11 4 1 Types of Costmg Exercrses

1) RoutmeCostmg L

For thls exercise costlng mformatlon is avarlable from the cost accountmg system that‘-_-_:' e

provrdes regular data to. management
: ’ ’ . I . N .
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For a technlque to be practrcable it must be S|mple t0 operate economlcal tp run: and |
able to produce reliable results that can be repeated at different times and.different places.



- .._‘:u) Specml Exerclse Costmg

_ These exercises deal wrth parttcular actmttes or groups of actmttes and general_ly are
o concemed with the costs of current- operatrons and with estimated costs of alternatrv., methods.
Here labour costs account for a major share in total costs. -

n

11 4. 2 Methods of Costmg of Servnces of LICs

Broadly speakmg there are two methods of costm g of servrces of LICs vrz md'u_ct'ive_
-and deductwe methods. . : . : :

1) Inductwe Method

; Here detalls of costs of each’ and every operatron in LICs are recorded ancl from thrs,'. '
" the cost of providing each umt servme is calculated Thrs mvolves the collectron of detarled" '
o 'cost data on regular basrs S :

'r-

u) Deductlve Method

 Coii =c Hion and analy51s of deta| led cost data requlres Iarge resources and kills' Here
. the tmancnal uctalls for technical process from the total’ budget are taken and om it unit
" processing costs are derlved by, dividing it with thé voliime of transactions. However- though -

this method could give the: approxunate cost of the serviges, but it cannot tell why it is. so. The -~

_inefficiency in the operation of 2 'service cannot be détected: by using thlS méthod. For exam ple- -
twoi LICS with the same amount of budget allocation may be differing in prowdlng the services. .

| _.The reasons for t'us could be detected only when detalled cost analysrs is done.’
I

- 11 4. 3 Steps in Cost Analysrs
Let us outlme the steps that one. has to take |n cost analysrs
Step- o _

- The-first step is to denne the umt of measurement Le., the unit of produgt or service
_for which the cost is to be determined.. This could be the cost' of c1r0ulat1ng a document,
_ prowdmg answers to a reference questron processmg a document : -

their - operations are cast in a uniform manrier. - Even for arriving at the costs of drfferent .
©services within. the organisation standardrsatlon of procedures is essential. Otherw
persons at the same time or same person over a perrod of time may include an element of cost

The comparrson of costs of dlfferent actwrtres in vanous LICs is posmblep)on]y when .

se dlfferent -

- inone category or other thus dlsturbrng standardlsatlon The areas where standardis_ation- is

i necessary

i) The fist ef expense and revenue heads under whlch data' must be reco‘rde'd‘,

Sl Agreef Limethods of apportlonment of eosts where exact analyms is not', poss‘li_ble L
' economtcaliy Eg Accommodatlon costs ' - '

ii1) LlSt of llbrary operations for companson of srmtlar actmtles .

1v) - Umts of measurement of output or servrces ;




” Step-Z'" g ST _.: ' -. :-.:'_' :. S

The next step is the specrﬁcatlon of cost centres for each functlon in the llbrary or -

‘information centre. ‘These cost centres could be programme centres prowdmg direct services _'

to users or. the: support services; wh1ch enable the direct programme services to happen
. The followmg cost centres could be conS|dered as lllustratlve cost centres in LICs

l). _.'Circulatlon _ e R C
2) '._Refe_ren_ce-- o s _ o - )
3) - Bibliographic Services IR - '
4) Photo COpying;Services' '
. 5) - Mieroﬁ-llning. Services
6) l--Elook Section . .
.. 7) * Serial Section
T 8) ) Manuscripts Section _ _
9 lnterllbrary loans Current Awareness berwces |
10) Research and development - '_ _
1D Technical prooessmg viz acqu151t10n catalogumg, mdexmg, etc
12) Acqu151tlon _ Lo ' '
13} Administration |
L Computer Division

N

. 'The first ten cenires are dlrect programme centres whereas tlte last five fall into the
. category of support serwces ‘. . .

Step-3

Aﬁer 1dent1fy1ng the cost centres oost data for each cost centre by its acth[tleS have to_

~ be: cgllected and allocated to the approprlate act1v1t1es Data collectlon could be . - 0

1) On a contmuous systematu: basis collectmg the entlre data

u) On Samplmg ba51s

The recordmg of cost data contmuously is tune consummg, be51des the exercise itself

contrlbutes to the increase in costs. " &

Hence some advooate sampllng techmque However sampling techmque in LICs is

considered to be less accurate, especially due to'the frequent fluctuations in the level of its.
sular period demand on reference section
ining'programmes, special projectsor

operations and output. For example, during a partis

‘may be unusually high due to the conducting of so

~conSultancy assignments, etc: Pressure on aoqursltlon also may be high at times due to-the
- need to exhaust the Utll]SElthI'l of allotted funds before the close of the f nancnal year '

Contmuous collectlon of data on the other hand presents a complete plcture of the:
costs of the LICs ThlS wrll help in measunng the effects of- procedural chauges upon the -
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‘productivity and effectiveness of the operations of LIC over a period of time. The recording
of labour costs pose some problems. Here activity sampling is not suitabls due io the nature of
 activities which are a mixture of clerical, administrative and technical processes. It is difficult
to 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 library 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 o record the operations daily inthe diary. Tt)is easier to
gather data systematicaily when it is a part of the normal work routine. [ the data collection
becomes routine and analysed periodically, the empioyees start showing interest. . They will
be able to know how they spent their time and what they performed. If they arc 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 libraries it is n cessary to
have a description of procedures used in each task. It is essential to include 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.

. Stép-éi:

The next step is the allocation of indirect or service centre costs to the programme or
‘mission centré costs: The allocation of overhead costs {s ratlier difficult, For allocating indirect
operating expenses and support.centres to the direct programmes, the ‘step down® method is
. commonly used. Here the costs of service centres are ‘trickled dowt® sequentially to the other
service centres and finally to the programne centres. : :

First the indirecy operating expenses are.to be identified. For each element of this
overhead ex;ienﬁse it_is_necessar}f to decide the basis of alfocation. For example, building
depreciation allowance is to be allocated on the basis of the percentage of square feet used for
a particular activity. Nextthe expenses of service centres have to be allocated fo the appropri- -
_-ate programme or activity cenires. Here service centre costs are allotted to programme centres
whereas the reverse is not done, For this reason this :_netl{od is cailed ‘-Step down’,

SOURCES OF COST DATA:

_In addition to keeping track of staff time the éo':‘;t accounting system:should have =
access to actual accounting data. This could be the list of expenditure by operating unit for

each cost ceritre and activity. Salary data is also required.

- Depreciation data'_i.s also essential to determine how much of a capital-asset 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, et<., alon with the
‘estimated tength of the useful life of each item is necessary . For assigning fixed cosfs the cost
of the equipnient, interest on capital, cost of floor space occupied both by the machipe and the
person operating it, capacity utilisation, depreciation etc are required.

While allocating overhead costs it is essential to distribute’ depreciation allowance on
capital assets to the cost of the programme centres. Thus the calculation of depreciation is o
necessary. Once the cost of the asset and its useful life is known it raight be arrived at simply
by dividing the cost by the number of years of its useful life. ' L




: - For example, if the useful life a photo copier is 5 years its cost is divided by § and the -
* depteciation for thal years is arrived at. This is a simpler-method of cal uia’tlng depreciation
. though there are other methods of prowdmg for depreuatlon a;lowance But due to 1ts snmphclty__

thls is commoniy foilowed '

~ The estimation of useful Ilfe of an asset coul ld be done 81ther by the LIC or follow

- some estabhshed standards. In many cases the tate of depreciation allowed by the tax authorlties

for different types of assets is adopted. Deprecnatlon is calculated for the ﬁxed assets which

are tangible. In some LICs depre(:latlon allowance is calculated for book c()}iectmn as well
smce they treat the coliectlon as a capital asset

Other overhead costs tha‘t havetobe a[]ocaied are adm inis{ration markcting, research, .
etc. units. The allocation of change over costs to d1fferent cost céntres is to be done on the
basis of an agreed prmmplc '

The final step in cost analysis is the detetmmatlon of unit coqts by leldmg the tota! '
- costs of the ccntre by lts appropnate unit of measurement :

V-UNIIT COSTS

The unit costs can be broadly divided Eﬁt@.ibur:categqries:

1) Minimum Unit Costs: These are the costs based on the nominai hourly rate indicated -
- for the salary of personne] assigned to the functlon These are typu,al rates for actually handimg
a smgle unit and not peak rates of work. : :

2) Basic Unit Cosis: T‘lcse: are the average cost per unit of work mcludmg.
'nonprcductwe tlme mefﬁclencues and varlatmns m work load.

© 3) Standard Unit Cz)sts [n addition 1o basaa, unit costs these costs 1nclude s,'«zl ey
ated benefits® like leave salary, prowdent Fund, ste. '

. 4) Burdened Umt Costs These r epregent the dctual costy of prowdmg ihe serv:cys of _
the ibrary mciudmg overh-.,dd expenses. : -
o Theoretlcally, it is possible to calculate unit costs for most.of tha activities 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 indeéxing. The amount of staff
~ time involved depends upon factors like depth of indexing, whether the exercise is entirely
mtellectual or partly mte[lectual and partly mechdmsed
'One way of obtaining unit costs is from programméd budget. The total cost of the
activity is divided by the number of items in the actm[y gwes avemge unit cost. But this is
“not as snnple as it looks. : :

11,5 -COSTING OF SERVICES IN LICs

' Ih this section let us analyse Ehecbms of some represeniative activittes of library and
Information Centres. The items mcluded are only indicative but not complehenswe You can-
Work out the details basmg on the fo&bwmg broad indications.
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; '1'-1',_5.2 Reference F_uhetten"'

3

11 5. 1 Acqmsltions
Here both direct-and mdtrect costs are mentmned
MATERIAL COSTS: o |

Cost of hew addatlons to LiCs durmg the year _

'§) Cost of stattoner},
it} Cost of. Equnpment tel storlng materlal
LABOUR COSTS L

The.ces{ts of the per'501111e1'for spending t'heir'time on.’

R "Ordermg baoks, serlals monegraphs mlerof'hm etc (Theoe may be
' prlced by exchange or s glfts) R T A

:ii') _ Reeord:ng reqmsmons from the users and fol]ewmg |.t up :
'i'ii) Scrutlmslng the order posmon,sendmg remmders S

: iv) Recewmg the items ordered on exchange glf'ted or bg way oflega]
~deposits. : :

| 'v')‘: ' Caneeli_atien of etd.ers
S vi) - S.tot-in:g-_efthe. reeeEVed~ite1n'§-_. '
tfii.) -'fM'ain'tenance of ':recor'ds" "N
| viif) Tlme spent for executing paymems

. EXPFNSbS

Cnsts ef utlhtles rent for the space occupled by the LO“BCUOH depree:atlon on capitai

. assets, ad ministrative costs ,cost of transportatlen of the materlal ds weil as the -

personnel,p 3stage, telephone ea!ls

" -

MATERIAL COQTS G ‘,_.-'Stati'onefy o
LABOUR o | - IR 'Cost ofthe personnel time spent in _
) I ' recording the query,searching,sendmg
the replies o :
""E'XPEN'SE_S IR . . Cost ofutlhtles rent depreelatlon ef

_ . L . computers photoeoptes typing

P T . machmes postaUe telephone telex.
. The time spent o1 unsuccessful searehes aswell as the expenses mcurred in the process. - P
of search and sendmg also should be 1nc1uded in the total costs of the reference sectron B




11 5 3 lerary Clrculatmn System

- MATERIAL COSTS

LABOUR COSTS -

'EXPENSES

, '111)

_Cost of c1rculatmg clesk and othe1 related tools Ilke
" stampmg maching, boxes etc '

;statiom.ry for issue cards msue [abeis elc
 Postage -
- Desk &_ other ﬁirniturc. -

' Salary mcludmg overtime allowances,of the personne!

workm;, at the cnrculatlon desk

Shelvi_ng'time o

" Time for sending riotices to overdiie, reservations. .- -

Comput'_ertimé o

Deprematmn of computer Desk, furmture and other

equipment used in urculatlon

Space for C|rculat|on counter and for the staff

11 5 4 Preparatlon nf Blbllographles D

MATERIAL COSTS

. LABOUR

"

EXPENSES

: 11 5.5 Catalogmng'

.LABOUR

. MATERJAL -

EXPEngsnf-

' Statmnery furnitun‘e recording-req’ueéts

.'.T:me spentonrecordmg, requests : searclnngpreparmg |
‘typing, duplicating, commumcatlon like postagﬂ'
telephone telex etc

-Computer time. in the computerised system space for _
 the staff working in-thie section. Deprecza’tlun of fumlture o

and other eqmpment used..

Tlme Spellt on preparmg catalcrgue cards typmg or
computer prmt out time.

_ Cards computers in the case of computensed system -
- furniture for the staff, catalogue cards -etc. (Charges

o expendltwe for downiqadmg the catalogumg mfonnatlon :

expenses.:

from a database)

Space costs both for the equlpment and persons

deprecxat:on on capital eqmpment adm1mstrat1ve

A
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ina similar way costing can. be done for vdrious cost cenires and their mdmdmi
activities in LICs. These include indexing, photocopying. interlibrary loans, etc. In calculating’
personnel costs for cach centre it is essential toknow whether persons are exclusively | orking
for a centre or a particular activity. If they are exclusively worl\mg it is easier to aiculdte

personnel costs since total salary and-associated perks like leave, insurance, etc direcily find a
~ place in the total cost structure. On the other hand they may be sharing the performance of
- various activities in different centres. llere it is not sufficient to include the hourly wage rates-
* in the cost structure. Lelsurc time of the personne! has also to bt accounted in the lotai cost

'structure : '

It is essential to include 1he share of de preciation on equ1pment furmtme bmldmg in -
almost all the activitics whercver they are used. Gift items will not have capital cpst. But
. processing, calalogumg indexing and storing these gifted document involves costs. T is aspect .
has to be taken into account while calculating the costs of maintaining them.

..Ill 6 ROLE OF COSTING IN EVALUATING AN INFOR‘LMATION :
SYSTEM ' ' :

The purpose of cost analysss as aiready mentioned is to control the costs at planned
level and to improve the effectiveness of services by reducing cost by selecting the alternative
~ways of doing the same job. But these objectives have to be achieved in relationto the customer
satisfaction. Ifthe quality of service deteriorates due to cost reduction or cost controf the very
purpose of introducing a particular activity gets defeated. Hence the costs of various services.
have to be weighed against the benefits to the users. Then only the costs could be justificd.
' _Howcver it is not an easy exercise. Cost-benefit analysv; and-cost effective analysis are the .

Ctwo methods genetally used to'measure the benefits.

11. 6 1 Cost-Benefit AnalySIs (CBA)

It bS deﬁned asa systemanc comparlson between the cost of carrying out a Lerwce or -

_ act1v1ty « «d the value of that service ot activity quantified as for as possible,all jcosts and -
benefits (direct and indirect,financial and social)being taken into account. The benef}ts include
short ahd long term, beneficial and adverse, tangible and intangible to all persons and groups
likely.to be affected by an activity. However, the value of this appraisal depends on how
completely all these effects can be identified and the extent they can be evaluated in
comparable terms. Due to the problems involved in listing out all these benefits it is presumed
.that CBA has some utility as supporsting evidence for certain kinds of decisions. Any attempt
to develop a comprchensive framework for decislon makin g the cost‘; of cost: benefit analysis .
becomes prohibitively expenswe '

CBA studles are detal led and complex, relymg on detailed and reasonably accurate
costing. They are also based on broad assumptions whether benefits assessed ark properly
. related to the needs of the clieritele. The availability of services and the users’ expectations of .
* success have significant impact on demand CBA is also based on subjective evaluatgon criteria
which are’ dlfﬁcult to assess. The data coilected may not be truly represeniatwe

CBAisa specific application. of economic analysis to non-market acti_wt;y. [tis an
analytical examinaticn of costs and benefits of alternatives designed to meet specificlobjectives
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under various circumstances. CBA recognises the existence of multiple objeetives and suggeets
that the trade offs, the exlent to which meeting of one objective lcads to failure in mecting the
other obj ective,must be specified ciearl} :

{1.6.2 Cost-Effective Analysis (CEA)

This analysis is a practical variant of CBA.. CEA is a method of finding cither the
cheapest means of accomplishing a def"ned objective or the maximum value !rom a given
expenditure. :

. |

Lancaster resosted to cost-cffectiveness as one of the criteria for the evaluation of
information dissemination and retricval systems. CEA can be calculated only when objectives
as well as the criferia that can assess to what extent these objectives have been achieved are
clearly defined. The user criteria inciude coverage,usability,recall,precision,response
time,presentation and user effort. ‘The management eriteria include the criteria of systems
operators, of the immediate administrators of the system and the criteria of lop management.
In.cost-effective analysis it is necessary to know the variable costs hesides direct and indjrect
costs. Forexample with the increase in the number of reference questions to be assurcd,unit

. cost of the retrospecjtive search comes down.

For the relationship between cost and benefit shows whether the existence of system
- is justified or not. As alrcady memmned it is difficult to quantif\ benefits. Lancaster identi-
fied four broad benefits;

-1y Cost savings is using the system as comparcd with the costs of finding the,
required information e!s’ewhere :

i) Avmd’mce of joss of pl‘OdllLthlty

i) Reduction in the level of personnel req-mred to mflke decisions
tv)  Stimulation of inveation. - . SR

At any time it is difficuli to distinguish the rtidtaonshlp between costand effectiveness
and. the relationship between cost and benefits. Forcxample, by reducing the average number
of index terms assigned, average indexing time per item. and 1hereby average input cost is
reduced. This influences the effectiveness of the sysfe,m On tfie other hand it may increase
_ the average precision of the system which itselfis a benetit. . Tluis costs, performance and
benef ts in relatlou to time are balanced. ' : :

In the context of dwindling resources. it has become nccessary for the library and
information centres to use of cost-benefit and cost -effective anaiysis. This aids them in
justifying their claim for better resource aliocation.

‘117 LET US SUM UP

For the preparation of budget and planning various services the knowlcdge of the
costs of each of the services provided by the-tibrary and information centres is essential
irrespective of the fact that whether informiation centres are werking 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 management in'comparing the costs «f providing various
services within an organisation or with external or ganisations. 1f a service 0sts [ess by getting
it done from outside than providing the in-house service the management may prefér to have
it done from outside. Cost-analysis helps in monitoring the costs of services ovettime and in
finding out the reason for the same. With the detailed cost analysis the LICs can put up their
~ claim emphaueal ly for fundmg support. Costs of an aetlwty or service include botl direct and
indirect costs. The allocation of overhead'costs to-individual activities presents some problems.
Neverthe]ess in order to arrive at the accurate picture of total cost as well as the unit cost the,
: ,_IaSSIgnment of overheads to-each service is essential. R
The. costmg could he a routlne costing exercise or a speelal exercise in eosting. Itis
_necessary to 1dentlfy cost centres in LICs and then ea!culate the costs of mdlde:E activities.

- to arrive at unit costs. - The collection of cost data on a contintious basis is thys essential.
There are limitations in the collection of cost data. Inyorder to achieve compufability and
_comparability it is essential to define the measure ofactlwty Costanalysis heips in evaluating
~the cost effectiveness of the information system and helps in relatmg benefits of the system
W|th the- cost of its operatmn ' : -

_ ln a nutshell cost analysis is an mtemal tool for momtormg costs and productmty, in
. detectmg extreme varlatlons and a p!annmg tool for budget preparatlon ' -
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11 9 ASSIGNMENT

Calcu!ate the total costs mcurred on the followmg actmtles of your: Ilbrary
i) I,nt_er-!-xbrary _Loans

- 1) Current Awareness Sérvice,and =~
i) Selective Dissemination of Information - -

214~




11.10 RECOMMENDED BOOKS

Costing and the Economics of libr ary and Injo; metion Serwces / Ed by Stephen A Roberts.
London: Aslib, 1984. . .

i LOWERDFW A D Jand Whitehead. CME. ¢ osz-effeaﬂvenes.s and cosi-benefit analysis in
]nformmmn Suence London: London School of Economics, 1974,

" The MARKETING of Library and ]nfo; mation Services 2 [ ed by Cronin Blaise. London:

o Aslib, 1992,

WILSON, R M S. Cost cmﬂm! Handboak Znd ed. Aldclsho‘r; Hants, England: Gower Publ,
1975, . : '

11.13 MODEL EXAMINATION QUESTIONS

I. ESSAY QUESTIONS
1} Why is costing required in the managemént of libraries and information centres.. '
23 What are the elements of costs? Distinguish between direct and indirect cosrs?
3 Ouiiline the steps in cost analysis.

4) How overhead costs are calullatcd? How are they assigned to individual
activities? : : :

5)  Whatare capital costs of LIC and how are they amortised?

6} How costing is used in the evaluation of informaticn systems?

Ii. SHORT NOTES

a) Cost Analysis
b} Cost-Benelit Analysis

¢) Marginal Costs
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12.0 AIMS AND OBJECTIVES o

- This unit introduces  you to the concept of marketing and discusses the relevance of
. marketing approach to the field library and information scrvices and the various sttps inv rotved
in marketing 1nf0rmatlon products and SEPVICES.
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. After the study of this unit vou will'be able to
s deﬁne the term ‘masketing’

® explain the need for markptmg approach in the dissemination of nformation products.
and services : : ' s

e  cxplain (ht. importance of markctmg rf'search and :malysm in ma.rkctmg of mforma,tlon
products
& design a marketing programme for library and information products and services
e 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 librarians
and information speciakists. The marketing of library and iiiformation services has its beginning
in the last quarter of 19th century with the introduction of reference services by Samuel Green,
- Dr. Ranganathan alsc.recognized the 1mportmcc of markctmg m library professmn Let us
recapituale his five laws of llbrary Service. .

1) - Books are for use

2y . Every Reader his/her books

3)  Every book iis reader

4)  Save the time of reader and staff of the hbrary
5) - Alibraryisa grom,.g organization.

Thesr: laws encompass the marketing strategy for libranes laying streqq on the need iu,.
__matchmg the user requirements with the hbranes resources.

Tradltlonally librarians and documentalists bas,ed then activities o the belisf that their
clients know not only what the libraries have, but also koow how to use information effec- -
- tively. But the rapid developments in science and ‘technology are mnter disciplinary requiring
-information cuiting across many disciplines, put pressurc on infoxmation centres. The managers
of imformation services in library and information centres are expecicd to be proactive to
“information needs and demands of the users rather than reactive. To play this proactive role
- effictively and efficiently it has become necessary to provide new products asd services io its
" customers. The latest technological developments in the figld of computers and
telecommunications have greatly influenced the accessibility of information across the. globe.
' Availability of on-line services like DIALOG, EURONET, INTERNET, INDONET, ERNET
eis have widened the cheice of information seekers ihereby Eavmg emphasis on coopetaﬁmp
rather than acting in isolation. ' :

On the other hand costs of information col]e( don and dissemination are moreasing '
‘whereas on the other financial support has not kegt pace with the increasing costs, With the
search for finding cost effective and income vielding avenues the need for mark amw AUPIOACTL

 felt in this profession as well. :




12.2° MARKETING CONCEPT

‘Many people equate marketing with selling while some others| consider it as.
advertisement or promotion: In reality marketing is not simply selling or promotion, but includes

~ anumiber of activities. The concept of marketing has been defined by a number of people in as
many ways. Let us have a look at some of these defin itions so that you may knaw how different

- thinkers pereeived marketing activity. - ' ' o

-122.1 Definitions . = S .
According to Philip Kotler ‘Marketing. is the analysis, planning, implementation and
- control of carefully formulated programmes designed to bring about volunta ry exchange of
values with target markets for the purpose of achieving organizational objoctives. Marketing
involves the organization in studying the target markets’ needs and dosires, designing
appropriate products and services and on using effoctive pricing, commimications and

distribution to inform motivatc'aud service the markets " According to him “Marketing takes - -

the focus offthe products and puts it on the users néeds. Products are developed from the users -
" point of view, not the producers”, S e S

Zachert and Williams (1986) held the view that ‘.‘Ma'rketing is planning that focuseé on

products, place or. mode of delivery, adjustment of cost / price to the market and promotion to _
specially targeted segments of the special librarians market™. - : '

For Goldlas (1 979) “Mzirket_ing is the process of créating value through the creation of .
time, place and form utilities™ o . ‘

According to Ohio University (1963) “Marketing is a social activity providing coinplet’e’
satisfaction of human business and public wants, and to the sometime provision for the highest
attainable degrees of utilization of our technological and human 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 | f Commeree
“Marketing is a planned approach to identifying,'at!:racting, servicing and gaining support of
specific user groups in a manner that furthers the goal of information services and the
otgamzation” : * e '

Marketing, .in its general definition, is the directing of the flow of goods| and services
from producers to consumers or users. [t 1s not confined to any particular type| of cconony,
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 service ilfstitutions as
. hospitals schools and muse_.s engage in some form of marketing. '

12.2.2 Characteristics
“All the above definitions show four distinct, -but inter-related aspects of marketing.

Broadly these are : | '
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1) - Marketing as an atlitude of mind.’ Market Orientation” is a state of mind which
penctrates the entire organization. The existence, survival and growth of an organization depends
on its ability to give customers what they waut. In the farger organizations the. customer is
most likely tb_ be excluded from the decision making process: hence there arises the need for -
developing appropriate sysiomis and organizationad strecture to keep track of market peeds.

) Marketing is a way -of organizing husiness : The organization should build a -
structure that enables it o deliver goods to the satisfaction of the customer. Organizational
- .structure and design are critical for successful miarketing. . ' :

i)  Marketing is a range of activities : The marketing activities centre around market
mix. - : - \ - . oo

. | 1v)  Marketing as the producer of profits - According to Peter Drucker only marketing -

. and mnovation produced profits for an organization and ail other areas are regarded as only

. costs. Profits are generated by markets i.c the willingness of customers to pay the right price
for the right preduct / service, . o :

Marketing is thus a dynamic on-going management process. It is about satisfying
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 concept of marketing i.¢ ‘pushing products’ has
given way to customer satisfaction engineering. This lead to organizational marketing. .

123 MARKETING OF INFORMATION SERVICES AND
PRODUCTS o > |

~ Traditionally to a large extent information has-been provided to the vsers either freely
or at a nominal cost because the funds for maintenance of LICs were provided by the
government, There were different opinions about treating information as a resource or a
commodity. ' ' ' ST ' :

12.3.1 Information - Is it a Resource or a2 Commodity?
- Information transfer and dissemination have be_,eh considered as essential mputs for
- research and developmental activities. in the developed countries. Rapid industrialization of
economies and global networks in economic and commercial activities have enhanced the
importance of information as an essential input in production process, - L

'Howevef'-inforrnati_on differs from the other traditiopal resources in the following ways:

i), Information is intangible. It is not quantifiable and hence is not possiblé to apply -
: most of the ideas from the economic field and is difficult to determine its vabue.

i) Information is a non—ex.clusive publiC:produ¢t whﬁf:;iﬁ can be passed from supplier .
to recipient and still be retained by the supplier. ' '

i) Information does not deterioratc with usage, bot with time it may 1'_;_:;fcpmé obsolete, «
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_ 'iv)  Information is heterogencous -and includes facts, béueﬁts, jLidgtﬁo:nts, opinions,
advice, nﬁsinfonn‘atioﬁ, propaganda etc. ‘

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 statg-of-the- art which prevents duplication of research and the concomitant
-costs. However unlike in the case of other resources it is very dlfﬁcult o measure the value of
the informatien resource. The value of this resource at best may be c\pressed in terms of time
" saved or the other TESOUICES conservcd '

Information has valuc-m-usc, It helps in- pmductlon process w1th0ut v%hich the final

Thus, information has become the fifth (resource) factor of production whereas land,
labour, capital and entrepreneurship are the four traditional factors. Since information is vital
io. the ‘economic, cultural and social development of human beings it has sjirted recciving.
: fspeclal attention as an essential resource. It i is not only an important 1nput in production process,
but also an essential part of dccxswn makmg, management and control.

Jolm Dlebold enumurates the following similarities between mformatlom as a resource
-and other resources: : ' '

D) . Information has value
| ;2)_ It has identiﬁablc, and measurable characteristics like wtility, difforent forms and -
media by which. it is gsnerated handied and processcd and it has a cost of
acquisition, '
3 It pﬁsses through hands
~4)  Substitutes are available
8 It'is' an expenditure for which standard costs can be.developed

6y  information ﬁmctmnq can be 111tegrated vemcally by buymg and|processing raw
data o : : '

C Ty A cost benefit dpproach can bt, worked' out at each pomt in collection, handling,
: dlssemmatlon Lo _

* On the other hand information 1s used to create more mformation, thus giving it an
© industry status. It is difficuit to define an information service or product According to Porat
‘the end product of all information HCIVICS marketq 18 knowlndge “putting knowledge into
work’ is possibie only when there is access1b1hty to information, A commodily is a thing
'_‘Whlch is bought and sold directly or indirectly and the mformation fulfits theEc criteria.

The pmducts and serwces gcnerated with mformmon content as ﬂJe mpu‘r are the
information: products and services. These products and scrviees are varied In nature and cach
product and scrmce has. its own peculiarity. The different types of information products
(CDmI[lDdltlBS) are given i detail in section, 12.7. 4. :

z
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Thus mronnation is a resource for the industry and commodlty for the consumer. It is
a tradeable commodity which helps it problem solving besides hclpmg the. managemem n
planning and controiimga busmuss operat:ons cffectwelv

<

12.3.2 Need for Mar_keting of Information Products and Services

In the introduction (Section 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 ficld marketing 1s user oriented rather than product oriented. The need for
information depends on the context in'which information is sought. Many a times a routine
responsc is enough to solve the routine problems arising in the organization. There are situations
whese information is sought for limited problem solving. On the other hand there are situations
~where information is required for oxtensive problem solving. Different strategies are required
to mect the needs in each of these different sitnations. Broadly the following may be considere
as the main reasons for adoptmg marketmg qtrat(,gy m l]brary and information prof(,ssmn

1) The market for mformatlon is expandmg The expansion is in terms of number of
users as well as increasing demand for a variety of services, placing pressure on the existing
resoutrces of iibrary and information centres. : :

ti) - Potential market for the e\lstmg products 'md scrvnces has to be exploned so that
1ts resources could be put to optlmum use. :

1} There is a need 1o inform existing and potential use ers about the mfonmtmn
available with the libraries / information centres, Unless awareness exists about the availability
of various resources; especially the new addltlonq utilization becomes limited. For cxample
business information is grow ing faster. Awa,rc,m,ss about iis avallablhty 1n time 1s essential for
rcachmg those who nc,cd this type of mfommtlou

1v) So far information was mostly supphcd by public sector. But now COI‘llp-.,tltIOH
from privatc sector has emerged with the entry of information brokers. Thys the element of
competition has emerged in the profession. In order to f'lce cempetltlon and survive in the
marketing apploach becomes essential. ‘ : :

v) The problems faced in dcsq,nmg information svstem 1s two fold. SClLCthl] of -
document and / or data at input stage and creation of information of file that suits the
requirements 'of uscrs pose problems Tn order to solve these problems onc has to understand
not only the specific requircments of clientele buf also the forms in which these specific
requirements could be satisfied. Thc, mdrkat approach helps 13 understanding these problems.

vi}  Resource aitraction: On one hand demand: for the existing information services is '
increasing and on the other the need to introduce new sérvices is also increas ng. To meet the
increasing demand, especially when the cost of mformation acquisition and processing is -
mereasing more funds are required, On the other hand budgetary allocations in the budgets of
the organ. -ations as well as povernment is not rising proporttona_tclv The requlrement
economy, efficiency and effeciiveness in ctiarwemn;D resources and offering the, same in pyblic
- institutions have lmportant implications for marketing of hbrary and information services.




-12 4 MARKETING OF SERVICES

s

Marketmg of services presents some speed‘ ic problems Flrst 16t s, ask whal

an effort, Unlikéin the goods market, in the serviceés market the customer has little evidence . L

. of ‘what he can expect. Many atime a serwce p;oducer has to produce his.services und

is a
* service ? Rathmell deﬁned a good, as a thmg and service, as an act or & dced, performalEce or

r'the

' watchful eye. of the customers. Eg in the information field the reference serwee or on line
search. There:may be differences of opinion between the: customer. and the suppher onwhat

. constltutes quahty service’. The foIIowmg charactenstues dlfferentlate aservice. from a produet;_ L

. ‘) Intang:bzhty Oﬁen the serwee cannot be touched seen, tasted smelt or heai'd.' '

Y ‘-'-Inseparabtlzw The serwce is oﬁen mseparable from the sellers :

: i) '. Heterogene:ly Smce the service is dependant on the prov1ders of service, 1t' s

[T

- heterogengous (varlablllty in performanee) Itis extremely diffi cult to achleve: -

: standard:zatlon and quahty eontrol Thls in turn poses prob]ems in eostmg and

o pncmg

i

) Perishabiliy -"..S.éwices-.dﬁen cannot be stored or stocked cg. Radio news bulletins. ~

' ..-Zv) _' Owners}giﬁ';_'Serv"'i_cés_.often pi'ovide aé_ce’ss butnot 'Qw_\ner.ship.

125 MARKETING STRA.TEGY

Accordmg to Phlhp Kotier marketmg strategy is the marketmg iogle by whleh the

: bﬁsfness unit expeets to achieve its marketin g objectives. Ma: ketmg strategy consists of ma

"lﬂg_ - .- :

~ decisions on the ¢ organization’s marketing expendlture marketmg mix and mar ketm g alloe tiors

-, in relation to expected environmental and compefitive condltlons Marketmg strategy is the e
into

. process by which the orgamzatlon translates its businiess ob Jeetwes and business strateg;

- market activity. For formulatm g the marketm g slrategy lt IS essentlal to have a elear peree ption’ .

of the foi]owmg

) When are we trymg to reaeh (the type of customers)

2) What are thelr mterests
L 3) What produets and servtces can we' ereate to save the:r mterests‘? : o

. 4) Under what cond:tlons cani we offer preducts and servnces'? o

T+ "

) How to commumcate wnth the customers ‘?
12 s, 1 Orgamzatlonal Analysns -

_ Pluhp Kotier p'roposed orgamzatlona] analysns in preparallon for the develcrpment
marketmg strategy The orgamzatlonal analys1s comprlses ‘ '
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A) Market An’aiysis: ) _
~ Since mafketﬁig is thé ﬁlsk of finding and 'ent:ouraging buyers to take up the firm’s
output it is necessary to analyze the market for the products and services The market is analyzed
bhased on the in’fonnatilon- gathered throughma_rket research, R
- Market analysis should be able to ansﬁfer the following questions:
1) What iiiportant trends are affecting the market?
2) " What is the primary market? |
3) ‘What are the major market 'segrﬁénté_ for the paniculﬁr' prod‘t.lbt? '
4) - What are the necds of each s_égmenf?

5)  How much awareness, knowledge. interest and 'de'sire 1s there in each market
' segment? ' S

- 6} How does public see us as well as our competitofs?
7 | How do potential ysers leam about ug?
8) How satisfied are oyr current clients? -
B) Resource Analy.sisl:
1) What are the Tesources available with us to mect the demand 9
- '2) - What is the mix_. of SeWices and products We offer ? o

3)  Can the existing mformation Tesources. and the infra structyre meet the
= requireinents of the bresent and potential clients 7 e B

4)  What Opportunities do we have to eXpahd financial resources ?

The rescurde analysis should be able to answer the above questions and find out the
strengths. and weaknesses of the available Tesources,

C) Mission Analysis:
This is about the analysis of the objectives of the service. ‘This analysis throws Light _oﬁ,'.: _
1) Business mission - wﬁat business are _Wé m? |
.2)_ W'ir_u) are the custorners? - .
3)  Needs targeting Which needs are.we tfyiﬁg to satisfy? -
- 4) M'arketihg targeting -'Whii_lh segments do we want to focus on?
9) " Who are the major competitors?

6) What'compé'titive bicneﬁts do We offer to wrget-mmket? '
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12.5.2 Whe should use Marketing Stmtégy'?

- and market sensitivity. The nccessity for using marketing technigues and. tools 10 &

" it actual and poteniial users think and act. This in tum helps the organization.

4

_ According to the modern marketimg concept all crganizations must develop appy opri'_a.te g
products to serve their customers and use modern communication tools to-reach con SUMETS. -

The need for organized marketing is .
Generally the success of an organization is measured either by profits in business or

to

1) ° Resource attraction: Financial viability of these organizations depehd_s on
attraction rather than resource allocation. L '

the imbalanice between supply. and demand to ensure financial viabili

i) Resource ailocation between diﬁ'éren’t; goods and services: This helps in czrrectjng
orsanization since self-connecting mechanism is not found in the n

. sector. This is somewhat analogous to product poliey in business.
12.5.3 Aim of Adopting Marketing Strategy for L&I Products

Achieving maximun return for the effort employed is the aim of marketing

felt even in non- ‘business/not-for-profit organirations.

Services

_ satisfaction of customers and serving more customers. Non-Profit organisations give importance

resource

v of the
m-profit - -

sirategy.

Thé.library and information profession is going in for the marketing strategy with the aim of

achieving:

1} . Promotion of information with wide appeal without rcfgrénoe to a particular group .

of users

2)  Promotion of information with greater use by increasing . awarencss of ifs

availability eg. Information on Travel and Tourism

3. Hiéﬂighting the service type of information introduced for the just time to make

more people aware of it. Eg. Market research reports

4)  Putting more effort for attracting more of the identifiable ‘groups of cu

{Omers .

“and encouraging to use the library and infonmation scrvices. eg. small firms who

- need industrial and technical information.
Information is a cooperative product requiring meticulous attention to marke

opportunities for expanding its service network is now recognized.

: strategy -
loit the

12.6 MARKET RESEARCH

. Market researchi'is the systematic analysis of consumer characteristics, b
lifestyles, needs, wants, dermands and preferences. The analysis provides reliable da

© 1) - To umprove its custemer orientation and ta:gz_ftifng S
. ji)  To reassess its product range and distribution channels
it} Torefine its pricing strategies : o
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iv)' To prowcle cubtomlzed products o T DR
‘v) - To, identify new product dcvclopmcnt opportumtlcs AR
Lo .vi) To ati:raot its compotitors et shdrc

. Q-”12 6 1 Techmqucs of Market Research S AR

Tradltionally quaniltatwc tcohmqucs a:re uscd whlch 111c1ude markct mweys Mam\" R

L approaches to data col]cctlon mn hbrary and mformatlon ﬁcld are -

_a) Obscrvatlon

b) Questlonnatre
<) Interwc\mng N S :
: d) User statistics at the 1ssumg countcr

' Whlch method or combmatlon of mclhods s employed depends on the nature of problem :

. resources available and character of data/information sought. Quantitative data is collected is -

analysed and’ presented of latc quahtatlvc methods are combmcd w1th thc quant:ltatrve' _
‘a.pproaches - , - . :

12 6 2: Apphcatlon cf Market Research I‘echmques to Informatlon Servnces'
_ The apphcatlon of market research techmques to hbrary a.nd mfonnafxon sc]cncc products o
' 'and services is well cstabhshed These are generally referred as user studies. You are famliar
. with how arid why user studies are conducted So here we need not"go into those details. A \
. user study can be global concerned with all aspects of current provision and needs throughout * -

© o the commumty, or it can focus on ﬂlc_nccds of a specrhc sub—group, eg busmcss commumty LT

'3,".mdustr1cs

o Ma.rket rcscarch is thus is a means of estnuatmg demarnds needs and levc}s of satzsfacrmn{ ,' .'
- “among specific market segments It ﬁmushcs data upon. whlch a Iﬂarkctmg plan can be bmrr... _
-~ that could cffectwely mect the markct requlrcments el .

"-.-'-.j'ﬁ12 7  KEY ELEMENTS IN MARKFTING STRATEGY ANl}
. THER APPLICATION TO LIS -

' Some of thc kcy elcmenls m ma,rkcnng stra.fegy can bc 1dcnt1ﬁed as-

o ‘1)..,:5-?"Markct Segmcntatlon _1'5 .
-2} - Market Positioning © .
3). Consumer Analysis ...,

.4} Marketing Progranune e
~5)* Evaluation of planning and C
; 6) E Implementatlon of thc ma.rketmg programmc

R _Now let us dlscuss each of thesc elcmcn‘ts m deta.ﬂs «narﬁ their apph\,atlon for m.ad(gtmg
of mfonnatron products and servlces : :
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12 7 1 Marketmg Segmentatlon

- } S Marketmg segmentauou has speerﬁc srgmﬁeance for mformatlon professmn Market .
- segmentaftion states that a market place consists of md1v1dua],s some of. them having a need
 for the products/ sérvices of the organization in varymg degrees The procéss of determining. _

the proportion of 1nd1v1duals already demandmg services and the proportlon that will neverbe -
 interested is called ° market segmentatlon TThus market segmentatron 1S nothmg but 1centifying )
. -, categories of customers who arg meéaningful in relation to the organization's: structu] €, nature_'_; N
] of work performed by eaeh group and the pnorrtres of the orgamzatron R B -

The purpose of market segmentatlon is
” | _ __1) o To 1dentlfy and choose 1mportant customers

L ';-To 1dent1fy opportumtles tor developmg new products and servrces’."

. 7_‘-..-;.'3_) v '.'To reeogmze the. change in’ the market pIace ’
‘ 4y To foous semees to a olearly deﬁned market
5 | "To desrgn and dlrect promotronal actrvmes for speclﬁc segments For example,
. v the all inclusive Current’ Awareness Service in a research orgamzauorr may .
Lo enot be useful ‘On. - the other -hand seleetrve dlssemmatron user-orient'ed‘,'.'
drssemmatron may be hrghly beneﬁeral L

| To fommlate poh01es regardmg primary user groups and therr requrrt,merit$:':i1l '
" '.relatlon to costs, prlcmg and revenue B

- . To make aocurate oomparlsons wrth the eompetltors

The major market for mformatron produc’rs and services eomes from orgamzartrons and_ -

. the-individuals who work for them, These are engaged in a variety. of activities jncluding.. o

'collectlon nd orgamsatlon of mformatlon manufaetumlg of preparation-of produets finance,
‘services and dlstrrbutlon There are many 1nd1v1duals Who use hbrar:les for, personal rather
- than work related reasons. There are people désiring to have consimer informati pn; sinall -~
'mvestors those preparing for _]Ob mtervrews ‘those who need maps, tlmetables ete. The other

~ users aré government departments journalists, consultants, marketing managers, mirormatron’_

~ advice agencies, students, teachers, professionals like doctors, trade unionists: Tt|{becomies

~ impossible for individual libraries / information centres to cater to the inforimation needs of all

.- these types of customers. Hence categor’zation of different’ classes of customers is hecessary: :
* that each individual hbrary can pran 1o’ serve a partrcular eategory / categorles f.clients.
f\'eﬁ‘ectwely o S oo I Lo

' For oategorlzmg the- users_one has to obtam the mformat:lon needs of the perrple_ Our. e

' - user, studles provrde us th1s mformatlon The follo\mng types of segments m genera] are
.1dentlf1ed ' ST : '
- | a),_;_ Geographzc Segmentatron The most comimon basrs for the segmentaron__'; of the -
'__oustomers is the geographrc vanable When plannmg the market 1t 18 neeessary to decide
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whether the aim is to serve particelar town, citv, district, state or vegion or the entire country.
- This is particularly applicable in the "a:j%f_: of public libraries and information centres. This
segmentation improves the <cheduling of book smobile services, It-also shows high usage rafe
for a particular service / product in . 4 certain area as well as high concentration of abuse of
service. S ' ' - 8 C

BY  Segmentation on. the basis of Demographic Variables: Market is segmented
according to the variables like age, sex, income, occupation, The influence of these variables
on information belps in identifving the users and non-users of certain information services
and products. ' o o ' ' o

¢} Volume: Thisis based-on finding out how much percentage shars of population
in each group account for how much share in the market for a particular service, This iudicates
the direction for budgeting future services, both for expansion or for curtailing a particular
service. o ' S L

The above threc types of segmentation focus on the descriptive factors rather than causal

factors. Thus the above approaches are not of much help in having an insight into the future

behaviour of the market. -

4} Benefit Segmentation: This a;iprOac.h to segmentation is based on the belief that
people use a service or product because they wish to derive somé form of benefit. Thus
consumers are first analysed according to the benefits they are seeking. Having identified

. these ‘benefit clusters’ they are further classified 6 the basis of demographic characters such

as age, attitudes, behaviour paiterns, then opinidﬁ about library and information services and
any other descriptive characteristics that could offer useful insights into better inderstanding
of these groups. Thus a segment is defined by the principa! benefit it is seeking. Most people
- seek multiple benefits. However it is the relative importance of a benefit io one ETOUP Versus

another group that isolates that segment. Benefit segmentation recognizes the limitations of -

an oxclusively product-oriented approach to marketing. So it prefers to promote a product in
terms of what it ¢an do for, or ways n which it can benefit, the customers.

The acadeimic libraries categorise clients according fo academic factors like disciplines, -

teachers, students, etc. Special libraries use factors liks internal structure of the orgaisation on
which it is serving, the orgaiizational positions of the users, mission of the information service,
etc. - o ’ ' -

. Beneﬁts always should be defined from the userspoint of view. “Viewing with purpose’
of the library users is the simple and inexpensive means for library and information services to

generate useful data about their customers and their operations.

. _. 12.7.2 Market Positioning - '/

- - After identifying the markets and their sizes the library and information 1'i1aﬁagér proceeds

to pricritize groups of clients and types of services he covid offer, keeping in view the total
~ information resources available to' him within the organization. This process is known as

market positiohing. It results i policy decisions aboui the primary client groups, 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 abou what servioes shall be lof tr the

N . . . .
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_ 'compentron Aﬂ:er formulattng pohcles on these, the mformatlon manager erl be able tOf
o .festabllsh both short and long range goals L — : ‘

12 7 3 Consumer Aualysrs S o - ’

Consumeranalysrs isthe’ detarled study of the characterlstlcs and lnformatton seeklng

: _behav1our ‘of the users. User Surveys generally prov1de data on these aspects. As yon are

- .already. farniliar w1th mechamcs of user studles, we shall not. be gomg mto the detalls of these

B 'techmques Lo - : T :
. =y

Consumer analysrs helps in f‘ ndmg out the homogeneous subgroups the srgmﬁcance i

- of the needs of these subgroups in relation to the organizational obj ectives, their preferences = . . ah

. forthe dellvery of information products and services. Consumer analysis surveys will provide -

o mformatlon for choosmg between optronal designs of the same service, especially 1 whenthe -~ *

Co optlons represent different cost levels: Consumer analysrs surveys also provrde 1nformatrorr R

3 about how to eustomrze the dehvery and promotlon of the servrces :
_ Thus consumer analys1s is the sine qua non’ of marketmg The data ob‘talned through:'.. |
o consumer analysrs prowdes the basrs for plannmg a marketmg programme - e

o ,_ 12 7 4 Marketmg Programme

The purpose of marketmg programme is to formulate a customtsed plan for the optlmum B

) m1x of products / services, price and cost, place or mode of dellvery, and promotion of products' o
- ./services within the organisation as well as outside. Without this plan hbrary apd 1nformat1on s

‘managers cannot claim themselves to e engaged in. marketmg The marketlng programme
. tradrtaonally is assumed to have 4 Ps, ie; Product Prlce, Place and Promotion. Of late 3 more
- Ps are added. These ¢ are People Physrcal envrronment and Proeess Polrcy Now let us discuss .
3 these Psin detall - ' o

MARKETING PROGRAMME

o MARKETINGMIX eI
~PRODUCT. | | -~ [PROMOTION|. | | pLACE | | | PRICE

| PEOPLE | "I PHYSICAL EVIDENCE| ~ |PROCESSPOLICY|i




: L. Product o

._«-1

Product isa package of beneﬁts The products could be phys:cal products or servtces or S

" 5 ldeas Any product or serv1ce broadly can. be said to have three components

0 Care Component Thts refers to the phys:cal product and its functlonal features .

. i ) Packagmg Componems These features dtstmgutsh a product from other havmg :
o the same core component. Trademark, brand names desrgn features, style etc come under this" -
- category. Customer contact, staff attitudes and staff, appearances are additional eleménts “The

latter play an tmportant role in marketmg 1nformatton products I services. j

‘ 31-) Supporr Services Component In the marketmg of goods, avallablllty of su:tahle e :
* sapport services like' repalrs ‘maintenance, installation; delivery terms 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 1nformatron, usmg-'_' .

a X corm puters for provudm g mformatton etc form an 1mp011ant component

Gencrally, the organrsattons gwe more 1mportance to the 1tem (1) whereas from the_

. ,customers pomt of. vrew, (11) and (m) are more lmportant

RS Product range (or mix) helps the orga.msatton to dlfferentlate 1tself and its marketmg |
a effort from its prime cotpetitors. Accordmg to: Peter Drucker product portfolto should bean” ~ o
1dea| mixture of ‘today’s bread winners’ and * ‘tomortow’s bread winners’. If the portfoho is -

- o erIoaded w1th yesterdays bread wmners tts utrhty in future becomes doubtﬁll

Informatmn Products A w1de varlety of 1nformatlon products serv1ces are offered by
the mformatlon manager to his clients: Besides the traditional products and services, the - |
technologtcal advancements in computers and telecommumcatlons has widened the range of .

~products and servnces avallable tothe mformatlo't users. Let us make a brlef mention of these .

products f servtces L

1y Reference Servnces S L
2). - Current Awarcness Serv1ces, mcludmg SDI
- 3). . Translation services, - . . ERARIPE
 4) | Reprographic Services - . ..
- 5) " Information Bulletins -
6y . _Abstracts and Digests
~°7) ' Data Sheéts ' L
8 ~ State of- the art reports and trend reports
-~ 9} Techno- -economic survey reports Iy
10y Analysis. reports SR
~ 11y Bibliographies

- 12). - Online searchés and data’ bases : o o o S o

-13). Magnetic tapes and dises "
.14y Audio casseites : x S
18 Mtcroforms microfiche, mtcrof]m and ultraﬁche': .

16)..1'-':_V|sua] 1mages v:deocasscttes f]ms etc. R '

229



Value-added information products: One could notice information explosjon 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 problenis from this extensive information / dafa. 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 htave resorted

“to the analysis of data and presenting it in the form of repoits, tailored to the needs of the users.
~ This effort 1s churning out various statistical tables and reports, gr.iphs clients, state of the art

reports, feasibility reports, ctc. After collecting the information ‘the. information cenires /.
Ilbrarieq process this into knowledge. '

i‘ he processed information enther becomes an information bdse for further processing -

or it could transform this into a variety of information products. Thus the value of raw

information is enhanced by processing. The inforimation manager is thus adding value 6 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 underfakmg pmce:mng thc raw data. - ; '

K C.anersi011 of Information into Products

(NFORMATION | - PROCESSING INTO | |
ACQUISITION B ” ~ KNOWLEDGE -

. . . ~N
9. | RESTRUCTURING EXISTING
© KNOWLDEGE,

N

INFORMATION

Ny ' .'\
INFORMATION PRODUCTS

T e

"PRINT AUDIO VISUAL | - ELECTRONIC OTHERS
II. Promotion | . - |

The purpose. of promotion is to communicate, to convince and to compete. In order to

achieve this purpose naturally the library and information centres have to develop mechanism

to inform their target groups about the resources avallab!e with them and the products and

. service they are offermg

Ina sma!l orgamsatlon personal contacts, popularly known as “word of mouth’, help in

- promoting its products and services. But in large organisations this is net possible since there
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1810 peréonm contact between the user and the provider. In these organisations public relations
and advertisement play-an important role. Public relations is a pull strategy. [t takes a long
time to cultivate-pubiic opinion. Once it is achievd’fit helps the organisation in placing it in -
the market. These tools help in building the image of the information cenire. In the age of”
speciality matching the environment of the library / information with that of the community is
imporant. Especially in a geographicaily scattcred zmd multinational organjisation written and
visual communication methods have to used to advertise ils services and products.

_ Advemsmg is persnadmg: pqule to act. Advc; tmnfI the !1brary and 1nf0rmat10n services
is necessary for thie following reasons:

i} To cr eate demand for its products cnd services bo!h for the errstrng and the new, |
and for vetaining the existing demand: In order to reap the benefits of economies of scale “_
especially when the cost of information collection and processing is'increasing, it is necessary '
prevent undpnmlnsatlon of its ‘;erw{,es Here advertising pfdys an important role.

: i) T extol the capabilities of the service : When a new product / services is
- introduced the customers should be informed fully about the capabllltles ofthese products and
services. S :

i) To make new service or tec‘kn'ique acceptable : With the rapld technologlcal
developments, especially in the field of computers and telecommunicationss, it becomes essential
to create awareness amongst the users about the potential benefits of using new products, (Eg.
On line sources, CD-RON) so that the customers could aceept these products and services
with little resistance.

iv) _T 0 beat the competitors : With the emergence of private information services
and the entry of information brokers this has become essential. '

V) - Togoin user cooperation : For the successful marketing of any productfserwce -
Looperanon from the user is essential. Advemsn 18 helps in this respect '

ltisthe general tendency to stop adve'rtis-ing once the market is gained. But it is equally’
important to continue with advertisement in order to retain the market so gained.

Even in not-for-profit organisations advertisement of services is necessary to build up
its own image. With the image building it cou!d atteact funding.

- Tools for Advemsmg A number of tools are-availablie to carry out the adve"tmng
There are :

i) Press Advertising - :
ii) News letters and House Journals of the Orgamsatmn
i} ‘Direct mallmg to the potential users ' :
iv) ' Brochures, Pamphlets, Posters; Handouts etc.’
v}  Radio and Television
vi) Audio visual shows
~wvil)  Annual reports and souvenir - _ _
‘viii)  Holding of exhibitions . - - ' 7
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The thll‘d component in marketmg, mix is- place or. dlstnbutton The mformat

1011 m anagel

h

should know where, when and how the consumers would like to buy. The first group} of channels:_ o :

“is the enquiry desk on the service counter. Efficient functlomng of this-channel
role in the drstrlbutron There are a number of external marketing chiannels availab
and Wood (1981 ¥ have lden‘u[“ed followmg major channels for d!ssemmatlon

) 1nterpersonal delwery of products personaliv delwered elther o

& in antlclpatlon of'a need [t is the most costly and time consummg ¥
h b) :-Group personal del werly Plod uctlslt.ieh‘ve.red foa whole group of osers
\ o "conferenc.es‘ semlnars clemonstratlons etc

_ C; Strategiczplacerrr-eo't - Pr’_oducts p.laoed at s.tra_'tegi:c' _‘@Cﬂtip_!“-':‘-?

: - d) '-.I'.n.h.oirse-dissem:inatior1 -'-.refe:re_nzce,l'r:e'fer_rja!'e'tc_.'.”'
e) Local deiJOSItories Prod ucts wrth cooperstwe arrangements W|tl1 ail
S _l;_system : : -
f) © Mass medla dlssemmatlon through newspapel professronal Joumlals
. ete. products to be in narratrve style :
| g) Broadcasting_-_Radio en_d Televis_ion __

| hy Maiting of proqﬁété through postal 3_f,a.,cilities'

- 1} _Tele‘ph'ohe; o “ 5
:_-_j)a Computer .I;I:etworks _ I.

- Itis necessary to select the appropr jate channel keepm g m view the cost ai

_ media plays an lmportant part in distributing r1ght mformatlon to- the right usey
- time. A judicious inix of: different channels should be used for dlstrlbutron of]

products to achleve maxrmum resuit
R :

Vamety of Medca The mformatlon manager has to dlstrlbute the mformailon product/ - "

B servrce to the users through some- medla These are

| b - Prmt Medta Thls is the conventlonal medra wh tch generates a vanety of prir_na;ry,‘ :
. secondary and tertiary documents eg serrals abstractmg and mdexmg’joumai&
1"b1bltograph1es etc . S
.'2)_ __'Smmd and audm recordmgs - Phono records audlo tapes and cassettes. R
3) .Vuuai rmages a) Strll - Conslstmg of slides flm stnps, transparemcries'; andb)

' -Movmg F:Im 1oI|s and cartrldges transparenmes

b
M3

¢. Saracevic

1 " .

plays a key

' request or ’
nethod o

at:m'eel_:ihgs,':'- '

mforr_n'a_tion_ -

m"aga.zines; co

_ d efficiency
and mnovatrveness Each medium has its validity in a given context. Selectlon of the type of ..

at the: r1gl_1t' _

information .




4y - Visuad images with Sourid - Tape slides, sound films.
5y Programmed materials - Magnatic tapes and discs.
6y Microforms - F'v’i.icroﬁche, ultrafiche, microfiim.

N Campufer networks - With the marvelous developments in the field of computers

and telecommunications access to data through computers have become possible .

from anywhere in the world.
%) . Wall charts, Maps, Photographs, mefng. I'

- All chanuels do not have the same capacity to attract the users, or to promote the use of

rescurces. 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. ‘

Iv. - -Price_

Pricihg of information products and services is a very difficult task. Traditionally
information 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 borne by someone somewhere. The

government provided funds for the public librariés and national research organisations whereas

individual organisations allocated funds to the information centres in their respective

organisational budgets..

The demand for information products and setvices is growing both for the existing as
well as. new products. The rapidly rising cosis of information acquisition and processing
coupled with the resource crunch faced by the government as well as individual organisations
are forcing them to reconsider the policy of free supply. The present political philosophy all
over the world is reduction of subsidies and increasing emphasis on privatisation. This naturally

-would result in the reversal of the policy 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 profit.

- Dueto the inereasing cost information centres concentrated more on stortng information

- and were less interested in service oriented distribution 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 selection of product/service depending on the

price and relevance of the same. There are arguments that pricing of information prodiicts

“may diminish the demand for them, thereby resulting in its underatilisation. However this

could not happen since information is considered as an economic resources: As long as it
confributes to the production and development process, the demand for 1t may not fall just
because one has to pay a price for it. ' , - '

i) Criteria for Pricing

It is difficult to have a uniform policy on pricing of different pl.'()d nets. i %n‘ay be cost-

based, demand-based énd‘co_mpetiti0n~bas.e_'d priciiig. When it is cost baseq, should it recover




.

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 choosé Trom, pricing has fo be value-based rather than cost-based.
Where full market condltlons prevall Wllh a high degree of competitive dwer51ty pricing has

‘tobe based on costs.
. )‘

Shouid the price include cost—plus the profit element” I so how t6 determme he 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 cllents!custers and profit. If more number of customers are there the prrc is likely
to be less. " ' C :

i)  Differential Pricing

_ - This envisages different 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 aconcessional rate whereas commercml users may be asked to pay. njore. This -

“price disérimination could be successfully adopted only when product market is segmentable
and the segments show different price clasticities of demand. Also it is necessary ‘o fix the’

pricé structure which wilh not glve an opportumty for the low prlce purchasers to Eesell the
product. : S

" The government sponsered LICs may consider to provide the information produects and
. services at reduced or free of cost to some sggments of soc1cty as it ‘may provlde Iong term
_social benefit. :

, Thus itis difficult to arrive at a uniform pricing policy. Pricing pohmes can be developed
onky’ fmm the knowledge of an organisations costs, the market in which it oper ‘ates. ' '

V.- Peﬂp!@

Thus customers and the service personnel are the people engaged i the exghange of
information products/ services. Appearance, attitudes and skills of the people play an jmportant
role in 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 situations.
* The service personnel also should possess sufficient knowledge in modern methods of -
information handling, especiaily computers and telecommunication eq uipment. Knowledge -
on networking and using on-line services has become almost éssential in the present situation.
_ ~The skills and attitude of service personnel builds up the image of the information
centre which in turn has a direct effect on marketing of information products and sefvices.

VI "Phjfsicai Environment

Appearance of the building and {urniture of the library / information centre, fayout of
the service setting, appearance of personnel method of dnsplay ete influence the marketing of
its servnces




~ VIL P'l'*c(_:_ess Policy

+ 7 Operations managemens ideas are now an essential input in the service organisations in
 the coritrol of costs, system i miprovement and fevels of customer service. The process of informa-
tion products’/ services delivery functions, quality control standards, marketing plans and
markc't'ing'con‘t-;'dl'_'sfé'_téms have become important. The process policy also includes
mechasnisation, customer fivolvement and employees discretion. L

12.7.5 Bvalustion

The next logical step after the taplementation of the marketing plan is ifg evaluation.

- Marketing is a process for determining what information services are neaded by the usérs and
custoinising these services in such a way as to get the organisations work doue effectively in
the market piace. Evaluation refers specifically to the goals of customised marketing pro-
gramme. The objective of evaluation is to arrive at a customised plan for the optifnum mix of
products and segvices, costs aid prices, place or mode of delivery and promotion of information
products and services and how this is achjeved during a specific promotion or over a given ‘
period of time. - - s - '

It is difficult to adopt standard performance measures for marketing of library and
information services. One can only identify the organisations goals of sales volumae, profit
tevel, return on investinent, level of market share, com pany’s tmage, social goals etc and the

~ contribution of library and information services in meeting these gals. The increase in the
number of users of library or the increase in‘demand for the new preduct / services may be an

‘ indicatioﬁ of the success of marketing ¢fforis.. o

- Evaluation of the appropriateness of promotional im_:_asures and distribution channels is
also necessary in order to find out their efficacy. Cost benefit analysis is useful in finding out.
the effectiveness of the marketing programime. Measuring benefits is not an easy job since it is

_not possible to quantify the benefits in most of the cases, ' ' '

The most common technique used for evaluation of the marketing programme for library
and information services is getting the fizedback trom the users. The standard questionnaire
. method could be adopted for getting the feedback. '

12.8 LET US SUM UP
Marketing s a dynamie, ONgoing management process. It is directing the flow of goods

and services from producers to consumiers in all types of economies. Since goods must be -
marketed in all economies marketing is not a function only of a profit orienied business. Even

not-for-profit-organizations adopt marketing approach since it is a way of organizing iheir

activities. Marketing is a range of activities and it has something fo offer o the ciistomers.

Since information is considered as both a resource and commndity naturatly there is a 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 tie organization translates its business
objectives and business strategy into market activity, Market research and analysis helns in
identifying the users and their needs. The aim of marketing strategy for Libeary and information

B
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o mformatlon servrces are market segmentatlon, market posntlomng, consumer
" marketmg programimé. The marketing j programme aims at formulatmg a customised plan for
' formation
: arketmgl e
fifficult to -
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1212 MODEL EXAMII\ATION QUESTIONS

‘L ESSAY QUESTIONS -

1 Is there o' need for marketmg mformatlon serwees and proclucts‘? If so, glve the
o reasons for it. : 3 :

) "What are the specific problems-in the fﬁarketfltg of servi'ces‘? :

- ‘:3) _.*-~What 1% market reaeareh‘? How are the market research teohmques apphed to
' - marketing of hbrary and 1nformat|on bemces? =

4y What is market segmentatlon“f‘ What is the purpose of market segmentatlon'?

5) " -What are the orlterla adopted for the tdentlﬁeatlon of market segments‘? Exp]am
E m detail. : : -

6) What is the purpose of marketmg programme‘? Explam brleﬂy the components
of marketmg programme. . :

IL .- SHORT NOTES, -

a) . Information as a Resource
b)  Resource Analysis
c) _Market Segmentation - e
d)- . Value-added Information Products
¢) -+ Differential Pricing - SR







BLOCK -1V : HUMAN RESOURCES
~ MANAGEMENT

Human resource is the most vital component.of any organisation. Human 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 Chan ge form the essential components of this
block.,

Unit-13 deals with Human Resource Manageraent. HRM is primarily concerned with
manpower problems in organisation, It promotes individual development, desirable working
- relationships between employers and employees and aiso among empioyees: Managerent
and behavicural 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 these aspects. '

Unit-14 examines various aspects of Human Resource Plannin g from the perspectives
of LICs. Human resource planning is concerned with the strategies for acquisition, utilisation,
improvementand retention of an organisation’s human resources. Jab analysis, job description,

recruitment policies and methods, performance appraisal, etc form the major components of
HRp. . 7 '

Unit-15 discusses the role of Communication in human resource management. As
managers of the organisations lbrarians/ information scientists are concerned with effective
communication with their patrons as well as with ihe staff. The unit deals with nature and
mode of communication, barriers to communication and principles of elfective communication.

Unit-16 deals with Management of 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 lbrary and information centres is becoming complex.
The complex environment forces the LICs to plan for the change and prepare for adaptation to
change. ' ' - '
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130 AIMS AND OBJECTIVES

“This unit'deals with lfuman Resource T»Tandg,cmmn It is-an imporiani aspect in the
managemert of lsbraries and information centres as

Afler stidyving this unit, vou should be abie {o

e  define what is Human Rusourcc, Management (HiRv) ?
& explain the objectives and functions of HEM :
.. discuss about Motivation, Unionism, work schedules dﬂd work v-hu,mes l,her

applicaticn in the management of libraries and information centres.

13.1 INTRODUCTION | S : ' ST

HRM means the task m"lmpd[ma the human res ouu.u, of any ﬂrgamm ion. The human

resources are the k\,y and the most valuabie resources. They use their skills, knowiedge,

_ expenemc to erable to successfully achieve the objectivis. They also make optimum and
. ) econonic use of all other resources. Human resources ”nntr:but{, in growth and developmers
of the organisation with the help of their work talent, Sreativity and drive. The organisations

have to create a conducive envirommant and pmvzt‘f‘ :d(.,'|ItILS 50 that their con{; thtion is

‘more effective, '




o -and with their relationships within =, enterprise. Its aim is to bring togethcr_'and devs
an effective organisation the men and women who make up an-enterprise.and having 1

Lookmg at the. 1mportance of the HR thc orgamsatlons have a ceparatc sectio

i with a
- manager cxcluswcly lookmg after the human resources. Earher it was known as presonriel

department and the manager is known as personncl manager Now the term "per: squatel’ is
replaced with "Human Resource The persormel division'_concentrates on those aspects of -

dlffcrcntly the objectwe of H R M, Personnel Administration or Industnal Relatio

* . operation whichare prlmarily concerned with the relationship of managemcnt to the employccs, .
employees to employees and the developrnent of the individual and group.’ Stated so

- organisation is to attain maximum 1ndw:dual development desirable working relatq\ons"hips

between employers and. employees and employees to- employees and effectwc mou

human resources as contrasted with physrcal resources

HRMis concemed with managing people at work Such people or pcrsonnel do-not
“hlgher o

srmply refer to “rank and file cmployees or um_omzed labour” but also includes

persunnel” and “non-unionised labour”.. In other words, it covérs all levels of pe

mcludmg blue-collared employees (craftsmen foremen, operafors and labourers) an

_collared employees (professional, technical and kmdered workers, managers officlals
proprletors ¢lerical workers and- sales workers) The shape and form. that ‘personnel
admlnlstratwe actnnty takes, ‘however, may differ greatly from company to company

“be effectlve it mnst be tallorcd to t‘ t the 1nd1v1dual needs of each orgamsatlon

It is concerned w1th gmployees,. both as mdmduals as well asa grroup, thc aim
gct better results with their collaboration and active involvemment in the organisation’
' ties i.e. it is a function or process or activity aiding and d1rect1ng workmcn and W
maxim 1smg their personal conmbutlon :

rsonnel,

jals and

pinen in

13 2 H R M DEFINITION OBJECTIVES AND lFUNCTIO

NS

13 2. 1 Deﬁmtlons
1) . Old Deﬁmtmn (1945)

HR Mis that part o'f the manag‘cmen‘t function which is primarily con'cernec‘l
" human rclatlonshlps within an orgamsahon CIts objective is the mairntenance ¢

*those engaged in that undertakmg to make then maxrmum personal contnbutlon to thee
workmg of the undertakmg ' -

i) New Defimitions (1556) o

" H R M is that part of t'h_c management function which isconcered with people

with-the
of those
. relationshiips on a'basis which, by. consideration of the well- being ofthc mdwrdual enables all .
ffective

the well-bcmg of an individual ancl of Workmg groups to enable them to make’ tlnclr best

contnbutron to its success; | .-
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The following are some of the imporiant definitions of Personnel Management (HRM):

£} Personnel M mnagemcnt 13 that phase of management which deals with the effective
controf aud use of manpower ag distinguished. from other sources of power. The methods,
tools and fcchniques designed and utilised fo secure the enthusiastic patticipation of labour
represent the wh;eu. 1natt61 for study in personnel management - Dale Yoder.

%y Personnel Management may be defined as that field of management which hasto
do with pEaunmé, organising and conirolling the functions. of procuring, deveioping,
rmatniaising and utilising a fabour force, such that the (a) objectives for which the company is
established crs attained economically and effectiy ely: (b objectives of all levels of personnel

are served to the highest pus,s,:b!fa degree; und (¢} objoctives of society are duly considered and
served, ‘ '

- Michael J. Jucius,

3b Uhe Personnel function is concerned with the procurement development,
compensation, integration and .maintenance of ihe persunce] of that organisation’s major
goafs or ohicotives, Therefore, parsonne! managiment is the planning, organisation, directing
and conirolling of the performance of those operation functions, : '

- Edwin B. Flippo.

43 Personne! Administration is cone

ily with manpower of people
organisational sesource of output,

- Andrew F. Sikula.

Agcording to Michael JJucins, HRM showid aiin 54

- aftatring econcmicall y and effectively |

- fewving o the hichest possible degree ihe waividus

- preserving and advancing the generd! welfare of the comm*u{ s '

HRMis 4,01!cemcci with the development and applisation of polictes governing.
i} Man_ﬁowcr p-!anning, Recr#;iqtmeni, Sefer hom Places en"z and Termination.
iy Bducation and tl.'aining, career develonment, *

1} Termsof ;:mployment, methods and siandards o.f remiu-neration.

ivy  Miaintaining Inter-personal reié.tionsi'lip among emplo-yees and efnpioyers.

The objectives of H R M are discussed in detai! in tollowing paras :

.

- - achteve an ’ffectrvo atilisaticon of hiuman resource in the acmevement of
Orgam%dnon

£C
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" to establish and maintain an adequate organisational structure and a desirabie
working relationship among all the members of an organisation by dividing or ranisation
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 organisaiion.

: - to secure the integration of the individuals and group with organisation, insuch
‘a manner that the employees fecl a sense of involvement, commitment and loyalty towards it., .
In the absence of such an integration, friction may develop which may lead to its tofal failure.
Friction produces in eificiency. Friction may result from political aspirations, from difficultics
in communication, and from faults inherent in a particular organisational strucfure. - The
behaviour of individuals and groups in any organisation also. results in friction - 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 facifities. - ' '

- torecognise and satisfy individual needs and group goals by offering an adequate
-and equitable remuneration, economic and social security in the form of |monetary -
compensation, and protection against such hazards of life as iliness, old age, disability, death, -
unemployment, etc., so that the employees may work willingly and co-operate to achieve an
organisation’s goals. C N

- to maintain a high morale and better human relations insidc an organisation by

_ sustaining and improving the condifions which have been established so that employees may

stick to their jobs for a tonger period.
13.2.3 Fanctions of HR' M

1) Ac: srding to Dele Yoder the following are the important HRM functions: |

‘a) Setting general and specific management policy for relationships and establishing
and mainiaining a suit able organisation for leadership and cooperation.

b) Collective- bargaining, contract negotiations, contract administration and
grievances. N ' -

L9
—r

Staffing the organisation: finding, gatting and holding prescribed types and number
“ofworkers, - '

~d)  Aiding the self-development of employees at all levels, providing cpponuni.ties
. for personnel development and growth as weli as for requisite skills and experience.

e} [ncentives for developing and maintaining motivation for work.

) Reviewing and auditing manpower management in an organi-sation,
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g) - Industrial relations research. Carrying out studies designgd to explain employment
behaviour and thereby effecting improvemenis in manpower management.

2} A F. Kindall stated ihe following functions of H R M :

aj To aid in the developrent of general overall management policies and methods,
in the organisation and planning of supervisory control, and in the communication
of orders, ideas and i inquiries.

by Todevelop throu ghout the organisation an understanding of, and enthusiasm for,
consuflative methods of manage-ment with the objectives of:

' Improving leadership and supervision: and

i) Obtaining the participation of operating groups and opportunity for creative
analysis and initiative in catrying out their assigned tasks at ali levels in
the development and administration of the company's personnel
programme. . -

-2) To aid the exezutive and supervisory organisation in develooing:

2

i3 clearly written outlines of functions, authorities. and responsibilitics and
il)  sumple, workable methods of measurement of their accomplishments.

d&) . To formuiate, in collaboration with the Su-gﬁe!'visoa'}x and executive organisation,
~ policies for personne! admirii-stration and fo implement those policies approved
' by the management in accordance with the be%i plans and pracuces of personnel

: ad:mmstratlon - '

£} Towmake ceriain, in collaboration with the supervisory and execntive personnel
that the company’s a;)provcd rohucs and practlces or personnek admmmtratlon
are executed Dmtaeriv

) To egtablish and maintain contracts with fabour move ment, 10 keep iiseli informed
and, wherever tposssb e, to participate in all the departments of the compasty on
fhe development of sound labour relations.

i) Fo aid in the interpretation of the management’s poli-cics 1o employees and
employze’s point of view and ati-tudes to the management and, in collaboration
with the appropeiate hine personis ! 0 merchandize the company and ihe jobsto
Bpoyees. o SR

The “.pctions of HRM are mainly to manage the staffand » 101 ate them o suppoit in
achieving the objectives effiziently and effectively. Itis also essential to preparea HR policy
and look for the relationship, safety, proper remuneration to the stafl. It may be that the
management has twin functions : a)  achieving the organisational objectives and
&) weltaie of staif The second one is an important HRM function.
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13.3 SUPERVISION

13.3.1 Need and Purpose

Supervision plays a dominant sole in the directing function of the executive. The
executive’s caliber of superv :;=01 certificates his finess and capability to undertake and handle
all executive functions. : . ' '

* Supervisioit ‘, mezns 3 piace over and apove normal sight or vision.| Supervision,
therefore, implies overseeing, :

"l:':cd, “ as the activity of managing at the orgamba‘aon level

3

4 nowemanage ment members of an organisation are i direct

Supervision may he
where management membe:
contract.

The purpose of supervision is not simply feul-finding and punishing defal iters as some
_people misunderstand it. bu*‘»ar\u dot aime at improverment of stall effords tm!mduai and
collectively. Itis designed tc remove fmpeianenis in e progress
of the organisation. _ N

Good and efficient supervision presupposes wel-defined objectives and accepted
‘standards for 'assessing achievemenis, :

}ntel igent supervision will enable the executive o EOOI& ahiead for pitfalis or shortcomings

=

that may thwart the prog;e\ s of the enterprize, o thai timely remedial action niay be taken.
13.3.2 Principies of Sﬁzgf;mﬁviﬁims
i Ri’ght Intensity

Lesser the weight of supervision over a group of worke - the puiowt, This has

been proved in certain experiments. Supervision i be real iw Dlli’pﬁ*\“ ful sizm,ld not be.toe
close not very remote. It shoald e as general us possible.

ii) Persmme_ﬂ Imterest

The class of supervisors who have at their heort the We:i’dre of their wogk groups and
who are genumely interested in the men as individuvals and are ever willing to li LLen and be of
real help to them in the solution of their personal probiems, show better :scmelvc,m nts than
those supervisors who remain all thu time pre- ocaupmd with their own affaics and busy attending

to routme
iif) Consultations

An intelligent supervisor, instead of forcing his decisions on his assistaits, will make
them acceptable through the participative and consultative processes.

o)
o)




iv) Loyalty

A’good supervisor will aiways take care of the legitimate interests of the workers and

will never et them down if things happen to go wrong,. o '
v} Informal Asséssment .
“Informal 'appraisa'] of the performances of subordinates and bringing home to them

their shortcomings with a view to effecting improvement constitute one of the important
functions of a supetvisory job. ' '

vi) Broader Inierests

In modern management practices the supervisor are expected to take a keen interest in
management functions like planning, organisation, directing and controlling too. They nust
be proficient in doing certain specialised skilied jobs, must be adept in training subordinates
to excel in their work perforinances and .in course of fime 1o undertake more responsible
functions. ' ' '

vii) Work Climate

The supervisor can give his besi only if there is a congenial work climaie which ultimately
is the creation of the higher management. - ) -

13.4 MOTIVATION -

. Motivation deals with the factors that cause, channel and snstain an individual behaviour.

. These factors may fluctuate and influence on their actions and goals. It concerns those

dynamic processes which produce a goal-oriented behaviour. Since increase in productivity

is the ultimate goal of every organisation motivation of employees at all levels is the most -
critical and most baffling function of management. Almost every human problem the manager

faces throughout the {irm has motivational elements. Almost every aspect of the personnel

function is pervasively endowed with motivational attributes. Accordingly one of the main

things the personnel manager can do is (o incorporate the principles and coiicepts of motivation

into his own philosophy of management, By understanding and applying them himself, he can

influence otliers in attaining a better degree of positive miotivation, :

13.4.1 Nature of Motivation- B

It.is now fecognised that motivation is the result of interplay among three groups of
factors: ' ' ' S '

Any organisdtion will succeed with the commitment. and effort from its people.
Therefore, every manager has to induce behaviour or change the behaviour of employees, so
that they si.ow their willingness to make effort to achicve the goals. [t has (¢ be undersicod
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 1}}0‘dé| of motivation
that can be applied to every worker o every situation. :
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Motivation takes place to-stisfy the needs. According o Maslow, a) the b uman needs -
are unending, and -J) sky is high but ihe human desire is higher. On the basis of these tv o
factors he had suggested Maslow's hierarchy of needs {discussed in detail in section 2.3.4.%
These needs are c,d‘i,egomco into five types. First, there are basic needs and the|last two are
higher tivel. Every person tooks for fulfilling the needs at the fowest feel and th n OVES Lo
(he next level, Unless the lower level needs are fisifilled, the higher Euei_nef_as may net
induce motivation. ' ' B

Maslow also stated the following about the needs:

2} Man is wanting being and needs arc unending. Steong need satisfied will be replaced by
- another. ' ' ; o
b) . Satisfied nead iz not a motivation of Behaviour. Unsatisfied need only promotes
pehaviotr and | : '

¢} . Man'snceds afe arranged in a series of lev c[f : o

.

Therefore, the human being will have the needs. The managemeant has 10 creale o

sossibillity 1o fultii their needs and motivate the employees o achieve high productivity.
t Sl &t :

Satisfaction of needs are associated \.mh ihe following: a) gconomic factors, b} .personal

feciings of success and satisfaction and ) parti c:rd‘we management.

Incentives were introduced bj auim and his coneept.of scientific mapagement 1
motivate the employees. The wages acceptable to. both employees and management we
uggesicd. Subseguently, Mayo suggested that bor cdam and u,peuiwuncs of v|v01k reduc.ed
the mottvation and thereforg suggested ic acknowledge social need, i.e.. aking employees to
feel that they ate useful and important: Social contacts help to sustain motivation. Abraham

Maslow's hierarchy of needs ----- contemplated that fuifiiment of the desires m otivate the

'peopse For fulfiiment, they necd money, desire for satisfaction and makmg thie emplovee%

fee! uschh and important aiso motivate. them.

The theories which are r’ehtcd to motivatioh include McGregor's Theory-X and Theory-
Y, Herzberg's Two factor theory, Arg gyris' Immaturity and maturity theory {first two leCu‘;PEQ
in umt 2}, Clayton Alderfes” s ERC thu}r) L:»\pumncy theory of V.H. Vrdin efc.

Taylor's scientific mdnag,en‘.em '1ssumed that financial incentives motwdte lhe workers
Mayo's ideas emphamzed on social needs as factors of. morwatlon

According to-McGregor's Theory X, the wm‘k is distasiefu!, thereforg the work-is, .
secondary and avoid whenever possible. If this theory is believed, the employees must be .

'Imotiva'ted by force, money or praise. Assumptions of Theory-Y is that people gre inherently
motwated to work and do good job, If this theory workers to do good job.

Herzberg, s two factor rhem} statc—:d that satlsfac,!;:on and dissatisfaction arises from two
different sets of factors. They are lower level (mssatisf“ers or hygiene factors) such as working

Londltsons, interpersonal relations, salaries, wages eic. Absenccn “these create Gissatisfaction
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- and results in no motivation. The higher level:needs (satisfiers or motivation factors; such as
achievement, responsibility, advancement refated to Job and rewards create sahsfact:on and
motwate)

The manager needs to continuously assess the nef;c[Q of his staff and motivate them by
) helping them to satisfy the needs. Richard M Steers and Lyman W Peter had su ggested the
guidelines for effective motwation They are

T

1} Managers must actively and intenli_onal.ly motivate their subordinates

2y Managers should understand their own. strcngths and limitations before attempting to
modify those of others : '

3) ~ Managers must recognize that employces have different motives and abi]ities

4y  Records should be related to periormancc not to seniority or other non-merit based
considerations :

5)  Jobs should be designed to offer challenge and varlcty subordinates should clear by
'understand what is expet,ted of them

6) Mariagement should foster an 01‘ganisati0ns cultire oriented to perfo_rmanée '

7). Management should stay close to employees and suggest remedy to the problems as
they arise and .

8) = The active cooperation bfempldyees should be sought in improving the o-fgani__s_ations
output, employees are after all, also stake holders in the organisation.

1) Infulences operating within the individual. _
2) Influences operating within the organisation and
3)  Influences operating in the extérnal environment.

a)  The Individual: To understand what motivates employees, we must know
something of their aims, needs and values. Hitman needs are both numerous and complex.
Some of these needs are hard to describe and identify because people hide thetr real needs
beneath an overlay of socially acceptable behawom -

b}  Organisational Compeneuats: Like leadership, moiivation is also highly
situational in character. A football player may play poorly for one team but much better for
another. o ' ' '

¢} - . Exogenous Variables: A worker’s Hfe 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 troubles and joys of off-the-job lifi: cannot be puia side when reporting for
- work in the morning, nor can factory matters be dropped when returning home after work.
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. Culture customs .md norms, images and attributes conferred by sor‘lety on particular jobs,
professmns and occupations, and the worker’s home life-al! play a strong motivational role

13._4.2 Characteristics of Motivation

Erom the above discussion of the factors determmmg motwatson we cail now deduce
. the fai}o‘wmg charactenstics of’ motwatton

4 E[‘ildividliais dif_fer in the_i_r motivati-o.n: '

This is well illustrated by an off-quoted story. There were three men cutting a stone

near a cathedra] about three-fourths completed. A stranger came along and said to the first
an, "My friend, what ave you doing?”’ “Me, What am I doing? I'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? I am squaring this stone, see. I have to make its edge absolutely straight”.
The stranger walked on to the third man and repeaied the same question. This thirci man and
repeated the same question. "The third man replied, “Me, What am I doing? You see that

- cathedral up there. Iam helping build that. Is not it grear®” 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 completton of his group goal - the building of the cathedrdl— as his prlmary source of
satisfaction. :

) Sdmetime_s the mdividual hi__l_nself is un_aware of his motivation:

An example can be drawn fr’om the famous Hawthorie experiments One girl-worker
complained to her counselor about her foreman. Later on it was found that the reason why she
disliked her foreman was that she had a step-father whom she feared and whose physical

. appearance was very much like her foreman with the result tliat she had uncansciously ;
transfe e to her foreman the unfavorable characterlstlcs of her step-father.

- 3} . 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 produce more in the
beginning to become permanent. When made permanent he may contmue o pmdﬁluce more-

. this time to gain promotton and so on.

4) ‘Miotivations are varied:

The view points that there is only one ‘cconomic drive’ which determines behaviour is
untenable. The goals to which an individual aspires are many and so are his motivations:

5) . Motivation is complex:
It is dlff'cult to explain and predlct the behaviour of workers "The introduction of

apparently several other second Icvel outcomes such as salary increase, ‘social approval', self-
“esteem, etc. plays a rolc
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13.5 UNIONISM

_ fl_Imons means uniting and being-united. It is an association of employees or employérs
(\J; 0 mdc;pea;dent workers. Unions associated with ‘trade or business'is called trade unions.
hereas Unions relating to organisations or institutions ar called associations. |

. f['he purpose of a union is to make collective bargaining to negbti.ﬁe wages, working ’
conlelon,ﬂhomels, ete. It is a device which enables a group, a class in industry or tradeto
bargain with any other class or group on equal footing. Such a union is:

i) economically oriented .
!1) an instrument of defence against exploitation
iliy  an outcome of industrialization and implies class-destruction.

Ij1brary professionals do have their associations at regional level an national level and
alsa at international level. '

13.6 JOB SATISFACTION

Job satisfaction has been defined by Vroom as the positive orientation of an individual
towards the work role which he is presently occupying. ' ' '

1) There is the psychological-needs school exemplified by psychologists, such as
Maslow, Herzberg and Likert. They see motivation as the central factor in job satisfaction and
concentrate their attention on stimuli which are believed to fead to motivation. The needs of

individuals for achievement, recognition, respon sibility, status and advancement are the stimuli.

2) School devotes its attention to leadership as a factor in job satisfaction. Psychologists
like Blake, Mouton and Fiedler see the behaviours of supervisors as an important influence on -
employees attitude and direct their observations at leadership
style and the response of subordinates. - : :

. 3) This schoo! i'epfcsented_ at the Manchester Business School by Lupton, Gowler and
; ' T.egge approach job satisfaction from quite a different angle and examine the effort-reward
; bargain as an important variable. This leads to a consideration of how the wages of particular
W groups are constructed and the influence of factors such as overtime payment and-the employee’s

attitude towards them.

.ght approaches job satisfaction from entirely different angle

4) A fourth school of thou
d values as important influence.

ma r . .

fjp;pj and sees management ideology an
(‘ .

[t‘ads t : 5) There are behavio

Predug of work and on the job dcja.sig_n factors.

ﬁral scieﬁtists who say that job satisfaction depends on the content

the Herzberg school, seem to suggest that it is only
ee. The orgatisation for which he works must
the advantages of a labour force
is positively related to

6) Sixthly, some writers including
1o the needs of an employ
necessary fo identify t yee, T e

effectiy, . e met if it W
o then easure that these needs ar cuch fob satisfaction

professior, o at a high level of job satisfaction. As such e o
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13.7 LET US SUM UP ' —--

Human Resource Management (HRM) is that part -~

primarily concerned with the human relatior~-"" ' o
maintain of the relationship to achie—" " - ' ' '
It enables personne] to-—" ' /G
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13.5 UNIONISM

Unions means uniting and bezs1g4mated Itisan assocmﬂon of empioyees or employera '
or ofmdependent workels. Unsom associated with ‘trade or business'is called trade unions.”
Whereas Unions rc.lalmg to organisations or imutut[ons ar called a.ssoc:atlonq

_ The purpose of a union is to make collec‘r:ve b'lrgammg o negonate wages, workmg
condition, homes; ete. i is.a device which enables a group, a class i in mdustry or trade io
bargain with any other ¢lass or group on equal footmg ‘\uch 2 umon IS

i) econom ically otiented
if) - an instrument of defence against explotlation _ ;
iii}  an outcome of 1ndustrla.hzatlon and implies ciass—destruction.

. Library pmfcssmnals do have their assomatlons at reglona! level an national level and
alsa at international level. ' : '

'13.6 JOB SATISFACTION

Job satlsfactlon has been defined by Vroom as the positive orientation of‘ an mdwldual
towards the work role which he is pl esent]y occupying.

1) There is the psychologlcal needs sahool exempllfed by psychoioglsts such as
Maslow, Herzberg and Likert. They see motivation as the central factor in job satisfaction and
concentrate their attention on stimuli which are believed to lead to motivation. The needs of
individuals for a&:hiévemenh recognition,'responsibility, status and advancement are tive stimuli.

2} School devotcs its attention to leadershi [p as a factor in job sansfact o, Psychologlsts
like Blake, Mouton and Fiedter see the behawours of supervisors as an :mportam influence on
employees attitude and direct thur observatlons at ieadershap
style and the response of subordmates

3) This school fep’resented at the Manchesier Business School by Lupton, Gowler and

~ Legge approach Job satisfaction from quite a different angle and examine 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 overtime payment and- the r=-mpl-twee s
attitude towards them. :

4) A fourth school of thought approaches job satisfaction from cnt:reiy different. arigle
and sees management rdeoiogy and values as unportanl mﬂuence

5) There are behavioural sc1ent|sts who say that job sat:s{‘actlon depends on thﬂ content
of work and oft the job des;gn factm S. :

6) Szxthly, some writers mcludmg the Herzberg schoo! seem to suggeﬁt that it is uﬁly
necessary to identify the needs of an employee. The orgai.isation for which he works must
then ensure that these needs are met.if it wishes to secure the ddvantdges of a labour force
performing at a high leve! of job satisfaction. As such job satisfaction is positively related to
the degree to which one’s personal needs are fuifilled in the job situatio -
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13. 7 LET US SUM Up

Human Resource Management (HRM) is that part of the management funetlon which is
-prlmarlly concerned with the human relationship within and orgamsatlon| It objective to
he people. .
Tt enables. personnel to make thelr maximuin contrlbutlon to- the effeetwe working of

- maintain of the reIatlonshlp to achieve produativity and also look after welfare oft

'_orgamsatlons L T |

" Hu_m"a’n,’ Re'source Management aims to achieve both efﬁeie_ncy and justice,

.- work for those employed

neitherof . .
: _which can be pursued successfully without the other. Tt seeks to bring together and develop
“into an effective organisation the men and women who make up an enterprlse}enabimg eachto.
make his own best contribution to its success both as an individiual and as a. m|ember ofa -
~'working group. It seeks to prowde fair terms and condltlons of emp]oyment and satlsfymg .

r
N
T
o
|
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139 GLOSSARY.

Aécoinpl_ishmer_st -

. Attribute

Autoc;'atic_ L
'Bureaucfacy
_ Cellaboratidn
Ceust'ituents
- Exogenous -
Friction
Gﬁevenee :
P Idiosyncrasy
| Impoverish :
o Monﬁdi_n_g
i ' ._Nebotism S
Pitfall
 Procuremeit
Recruitmeﬁt
.Sti.mulate

" Termination .

' done Sueeessfully achlevement

T charactenstlc or quahty ofa person or thmg

Any one havmg unlimited power OVer others-

govemmental off'CIallsm ar 1nﬂex1b|e routlhgs Red Tape |
' 'to work together '
f .-Co_mponent;_ a necessary part

‘originating externally, relating to external factors "

disagreement

'- cbmplaiht or resentment '
“any personal pecullanty mannerlsm .
_ 110 make poor to deprwe of strength .

- shapmfr R 1,5 N

famrmsm shown to relatlves

error that one may fa!l in

. to ob_tam; t0 secure _
" engage the serviges of .

* increased action; to excite to action -

-

o~ - finish; the Ien'd of'SE’mEth-ing'

_13.10 MODEL EXAMINATION QUESTIONS

| L ESSAY QUESTIONS

1) Descnbe brleﬂy the major Leadershlp styles

2) Define Motivation and discuss its characteristics.”
3) Explam the aims and obJecnves of HRM.

4) Define HRM and discuss- 1ts functlons R

1. SHORT NOTES

a) Unionism

b) . Nature of 'Metivati'pn |

Vs
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»_-,UNIT 14 HUMAN RESOU]RCE PLANNING

Al

' Structure
140 Aims and Objectives
14.1 _Introductio‘n : '

142 _;Human Resource Plannmg
142.1 _Deﬁmtlons
142.2 - Purpose -

© 1423 Objectives
14.2.4 Planmng Process
142, 5 ) -_Components

143 Job Ana1y51s Descrlp’aon and Spec1ﬁcat10n '
1431 ob Analysis S :
1432 - Job’ Debenptlon .
. 14.3.3. -Job Specification ..

144 Reemiﬁnent Plan '

145 %electlon Placement and Trammg Y
~ 1450 ¢ Interviews o
' .14.5_.2,_ _ Selection _ :
1453 - Placement and- Induetmn _
145.4 = Tramning and Development -

146 Peffoﬁnance Aiapraisa} T
147 Wage and Salary Admmlstratlon '

148 .Grlevance and Dnsmphne :
" 148.1 Grievance o
1438, 2 Dlsclplme

14 9 Let Us Sum Up

1410 References -

14,11 Glossary . :
1412 Model Exammatmn Questions

'_14 0 AIMS AND OBJECTIVES

' _In this, umt we 1|1troduce you bneﬂy to vanou“ aspects of Human Reg.ource Planmng

_ After Studymg this unit you should be able to )
LR -deﬁne what is human resource planmng

e 'descnbe the-obj“ectwes:_behmd‘humar_ll_ '1"eso_ufeelplam11:ﬁg_ B

L 254 .- :

G




9 explain the policy; 'pre-rﬁ:qujsites a'_lid sources of recruit ment'plan

» discuss about sele uthn placemeut trzunmg and porform ance apprzusa.l

141 INTRODUCTION

Manpowﬁ:r planning and human resource planmng are synonymous In thc, past thc :

pl;rase ‘manpower planung’ was widely used, but now the emphasis is on human resource
pianning, which 1s more broadbased. Human resource or manpower planning is the process by
which rn'magement determnes how an organisation should move from its current manpower
position 10 s destred 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 orgamSatlon and the 1nd1v1dual economically as.

well as c-p’umum utilisation of human resources.

Hum:m resource p]anmng isa doublc -¢dged wea,pon If used propcrly 1t leads to the -

maxioun utilisation of human resources, excessive labour turnover and high abscnteeisn;
improves productivity and aids in achlevmg the objectives of an organisation. Faultily nscd, it

leads o disruption in the flow of work lower production, less job satisfaction, hlgh cost of |

productlon and constant heada\,h(,s for thc. mzmagn,ment pusonnel

The need for manpowcr planning requires no (,mphasm as the efﬁcnency and
effecnvmeqs of libraries and infofmation centres would largely depend on the academic and

professional competence of the staff and on. the facilities and environment provided for their

work and development. The two categories of personmel required in library and information
centres are - the professional and support staff. The different levels the number of persons in
each Jevel, their qualifications, cost of employing them, etc will depend ¢ upon the type, quality
and quantity of work to be done in cach unit. In this context, the usé of national standards
comp*ttible with mternational standards (if any) for estimating manpow er is recommended.

142 HUMAN RESOURCE PLANNING'

14.2.1 Deﬁnitions

Maupowcr planmng or Human Resource P]annlng (HRP) at the orga,msatlonai level
has been defined as a “strategy for the acqmsﬂ;lon utilisation, 1mprovement and retention of
an snterpnsc s human resources.’ R

Bruce P Colemn has defined HRP as thc process of detcrmmmg manpower

requirements and the means for meeting those rgqumremgnts in order to carry out the integrated

plan of the organlsatlon

& Stainer-in his book Manpower Plannmg HRP as ‘Stratcgy for thc, acqulsltlon

utilisation, improvement, and preservation of an enterprise’s human resources. ¥t relatés to .

establishing ;b specifications or the quantitattve requlrements of jobs determmmg the number
"~ of personnel required and developmg sources’ of manpowcr
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. B . _ ) . . ;

S

.According to W S Wickstrom HRP 'conSists‘ of a series'-of' a(';tiv_itie!‘s;‘_\?iz.,

a)” ‘Forecasting future manpower rcqulrcments either ift terms of mathematlcal
- projections of trends ini the = economic envrronment and developrne t i 1ndustry _
or In terms of Judgmental estrmates based upon the specrﬂc future plans of a .
b) Malcmg an mventory of prcsent manpower resources and. assessm the extent to -
o 'whlch these resources are employed optrmally, C | s
) | Alrtrclpatlng manpower problems by prOJectmg present resources 1Lto the ﬁ,lture o
' and comparing them with the forecast of requirements to determme thrlr adequacy, _
‘both quanutatlvely and quahtatlvely, and

~d) . Planning the necessary programmes of requirement, selectlon trammg, '
development, ut:lhsatrou transfer, promotron motivation and‘compensatlon to

‘ensure that future manpowcr requrrements are properly mct

e} Accordmg to E B Gersler Human Resource Plannmg mcludmg orecasting, -
' - developing and contro]lmg - is the process by which a firm enspres that it has the
nght nurhber of people and the right kind people at the right placej at the rrght '
time, doing work for whrch they are econormcally most useful ” '

- . |

and developing manpower plans Further itisa tool to get Rzght Person fo ﬂfle Right Job at the' S
R:ght sze
N
14 2 2 Purpose of HRP '
. B . . ‘I . i B

The nnportant purposes of HRP are hsted below: - - o]

T From the above dcﬁmtlons itis clear that HRP pl’O_]GGtS future manpower rcq'uircments
|

|

|

T1) Bafancmg the cort between the um’rs*anon of - mﬁ-a.srructirml acrlmes and

manpower: This mvolves comparmg costs of. these two resourc in different
combinations. and. selectmg the optimum: Thls is especrally rmporzmt to make -
- sound dcc1510ns when costmg pl‘O_]eCtS ' . SR

|
1) | _.Determmmg recruitment needs' It is an essential prerequlsrtc to gLe process of '
 present and’ future recrurtmcnt ie., to avord problems of une»cpected shortages
wastage etc of the HR o '
‘ |
. . |
‘ Sii) Defermzmng rrammg meds It s nec essary’ to plau trarmng Pro; tammes, for
S which there is a need to assess both quahtatwely and quantztatwcly in terms of T
e the skills requrred for the orgamsatlon Co Co ‘ ‘
_ .'iv)r,'. Managemenr deveiopmem A suc:'ces‘sion of trained and esperi!cnce  mapagers 18
©  essential to the effectiveness of the organisation and this depcnd on accurate
' mformatron about present and future srtuatrons in all managcmcnt posts




14 2.3 {)bgectives of HRE’

K L0 1 {

O

o mHuman resou

' quahﬁcatmns skﬂls knowledge work expcrlence EXposure ar‘d aptltade for xwork Fhesc are
H 23

prowched through effective manpowcr planning. b

browppell o raqUiih ki

ii)  Since a number of pcrsons have to be replaced from time to time ; who retlrc e
orI become mcai::acmated becanse of physma,h or mmtal ailments. There is a m‘nstant need for
replacemaqt,ef -.

1) " Human resources plmuung is essenhai becausc of frequcnt labour furnover which
_ isiunavoidable and even beneficial bbCﬂUSb it arises from factors which al‘e socially and
eoonomlca.lly sound such as.voluntary relmqumhment and proriotions. H owever the tumover
depends upon the labour market. "

_ i'v) In order to mcet the needs of expansion programmes 1.¢. 1o meet increased demands
for services by a growing number of users.

v)  The nature-or the present work force in relation to its changing needs also
necessitates the recruitment of staff, To meet the chal[enge of a new and changing technelogy
and understand new techniques adoptedP pwstmg e‘mp]qyeeq need: to-be. tramed or new biood
injected in an organisation.

vi)  Manpgwer plalmmg is al.so needed'm '01cler' to 1dcnt1fy surplus or shor!:age of
personne f th:,rf: 1s,a surplus,.,i and if there is sh()rt'ige it may be made

to assess.or forecast_l __turei_} kﬂls 'r‘ _mremeutl oa,ciuwe he- qrgamsatlon overall
objectwes ' ' ' ;

¢} to provide control measures and provision of the resources as and when required;

fo determine recruitment lovel: . ...
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1424 HRPProcess U e ]

The human resource planmn g exercnse is llkely to provnde exact foreoasts Thﬁs process
is a continuous exercise and needs to be oonstantly evaluated’ and updated The To]lowmg _

' flow—chart summarises the human resource planmng prooess oo | -
"'—.—*-waFﬂfecasf of Supply ST Forecast ofDomandl(— i T..--_ B

' ' . Matching of'SUpp'Iy'&Demaud o _=| B ‘ _
Management: —— Manpower . -é—— Work-torco‘ .
Opinion .. < Strategy - —> Oplm n ‘

= Strategy — - —

- \f

QTN Mqinl-St_r_eam ofP‘rooess

—— Consultation _ahd Revision. = " R e 1

Figure-i: Flow~chart of:HUman Rosouroe Process o
Thus -one can vnsualrse that human resource plannmg mcludes determimdg the staff -
reqmred selectlon and recruitment, approprlate placement promotlod provision of
opportun’ ‘ties for maximum individual contribution under desirable working relatio}nshlps and-
condition. . provision for professional personnel development as well as lmprovement oft
' workmg ¢ aditions to obtain ‘maximum produotmty and efficiency with specific emphasns-
. on indivicual and human elemients. In- other words, the: objeotwes shou]d‘be to ‘éstimate,
- “Tetain, utthso and develop an adequate staff by which to carry on effi olentiy the o rations of
: "the library, and to help fulfi Il the asplrations and capabllltles of the mdlvlcluajs who compose
the staff. : - P
'.1'4.2.4 Componems ofHRE" B '_ I L ‘ .
The human resource nlannmg can be broken down mto three componentsr L
1) Forecastmg ' Estlmatmg future needs and stock takmg of. d[vallable -
: R ' résources mthe orgamsatlon - E
RN Reéruitment Plan . To meet the gap between the mternal resourco and estlmated -
- o ' neod ¢ aternaf recrmtment : .

o585 -




itt)y ~ Training and development plan.: T'a iﬂ‘iIIISe fully the human resources of the .

“organisation and-to develop the potential -
rcqf)urces :

14. 3 JOB ANAL MS DESCRIPTIGN AND SPECIFE*LAT?ON

| 14 3. 1 Job Analysns

- Job Analy51s isto f"nd out what is to be done and’ to determmc the hest method ofdumg
. it. It usually involves collecting information on characteristics of a job that differentiate it
from cther jobs. information that can be helpfukin making that distinction includes:

- work activities
- . behaviour required
- working conditions
- interaction with others
- performance expected
- machines and equipment used
- personnél requirements
* - . supervision given and received

~ Conventional job analysis looks at the job from the standpoint of the demand the job
niakes on an-employee. When completed it provides a description of acceptable performance.
It helps to id'éntify the skills, educat\ion and knowledge required to complete the job.

In other words. 11 isa procedure by which pertment information is obtained about a job
by observation, interviews and questionnaire Le., it is a detailed and' systematic study of
: mformation refating to the operation and ICSpOIISIbllItICb ofa spemf“CJob

Job Analys:s 1s “the proces:. of determmmg by observation and study, and reporting
pertment information relating to the nature of a specific job. It is the determination of the
tasks which comprise the job and of the skills, knowledae abilities and responsibilities required
of the worker for a successful perfonmauce and wh:ch d!fferentlaied one _]Ob from all others

itisalsoa procedure for determining the specified tasks, operatlons and requirements
of each job. “It is the process of getting information about each job”. In short, it helps to
identify the number and variety of jobs to be performed in the library, whether it is smail or
- big and performed by a professional or non- professmnal The job analys:s supports in- .
preparatlon of job description.

It the llght of the above, it is clear that job analysis supports the preparatlon ofJOb
descnptlon and job spec1f’cahons :

14.3.2 'Jo.b Description'
Job analysis.identifies different jobs to be performed in a liBréry Every job 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 togeiher. After cargaful
‘study the number of staff required is estimated. At ihis stage, it is also deciced what jobs are to
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besperformed: by each idefitificd position or job. Tdentification and déscription ¢f the works to
betpérforingd by each job is job description. The same is recorded to create a WT]‘CﬁE_l‘l record
of the duties. rcsponmblhtics and rcqu1ruments of a part_lcular job.

BASIC DETAILS

'PURPOSE
TASKS (s, Secondary
STANDARDS B I Standards for cffcctwe performance of | p‘.asks‘ Cntena

indicating that tasl(s have been. effectively pfrformed.
qeib gret Aoy w i s AT G
‘Position .c;f,_g,ob tiu;;grgaﬂi-sﬂiénﬁl struicture; s #:states
+.-to:whom.. 16 :xeport-and: b whio Xill-be reparting to: thist
position, _Relatidnship -with othc'r' gi_ositi_fons. anagers/
t1r 3iSUPRTRISOrS: v torwiiom - erigh. j:feﬁpdffsible '
: , finance; wo & spenp]e cqu ‘méht and eE
> wihnme b Yolagsified mformatmrf

Eamn elnd inrmng

g PHY S[C AL AND SOCIAL
ENVIRO“‘JMENT

r_

,.'2.‘_ ”‘

ADVAMCEMENT
OPPORTUNITIES

COMNDITION OF _ . : saeahl dol, D06
CEMPLOYMENT - - I Salary and other emoluments and bcm,ﬁts Possﬁb;c
" ' ' _Overtinie seguirements Sicknoisrant: pensio eschiémes.

’ Wulfarc, socialand other facilifes. Leaveseﬁtltlemmtf (2

- Special emp'ldymaaﬁt. conditions i

o S0 ‘




~¥tis-a standard of personnel and it is a weitten record of the rédurements Sought i an
mdmdual worker for-a.given job. ‘In other wiords; it:refers o a- sumaryrof'the personnel
chamctensms requsred forajob.. It isa statement of the minimum. acceptabie human uuahuesi
neces sary, for the proper, perﬁ:ﬂ:manee of.aiob. SO Ty : N

The job specrf‘catmn deserlbes the knowiedge sk||]s and attltudes reqmred to perform
the job effectively; The most systematic formal consistsiof four colunms. The%

W

headings mentioned above.

,L SO

T he knowledge co]umn Jfeqyires. rl,p part:cuhar ,elaborattqm It contams alI tl.e V&I‘IQUS'
kmdq of knowfedée needed for cach task, . e techmcal, profess:qnai a,dmuustratlve,, elcy,

~ The skills column presents rather more d]ﬁ' culties because of. thg problems of | ldentxfymg :
and defining skills: ‘Briefly described, skills are forms of behavionr which are essential for the’
effective performance of tasks. They are developed by regular pracuce and depend on.innate
migntal dind physical atteibiifes F Sifce these” Vary rom{'personato person, "t Iévels of skills
attainable by individuals will likewise vary Skills may be intelleétudl, Hantal aud social
(mterpersonal)

LRI T GE LR B

The attitudes column creates similar problems of ldentlf"catlon and definition and
especially of measurement.: beeause 6f the Hsyihoiogical e’omp’lexlty arid“general lack of
knowledge of the subject, Often the items included in this column are virtually social skills.
The constant need*o-aitach great importatices to: safety it Work i§an ‘éxantiplé of the kind of -
itens that mwht be meluded under headmg :

The spectf catlon descrlbed below shows how the seven- pomt pian can be adapted for
this purpose MG DG o el el v w g Gl sl

PHYSIGAL .10 i

ATTAINMENT : Academlc altammems 1ra|nmg reeewed experience and
1§ ,-‘L}ZiglllS:;al.ld, kﬂ\QWE?dge: al read.fv:s ac_qm P :

ey ot

“Personaland: ddme@tlc Cifcuimstances: 5(eg mobility
commitments, family circumstances and occupations) -
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. (1) Reerultment Pohcy

14 4 RECRUITMENT PLAN

Reeru1tment s, the genei ating of appheatlons or applieants for speCIf' c bos1tgon_s.fhro_tigh

three commen sources ‘i.e. advertisement; state employment exchange agencies or p’;iva’te- :

- _employmenl: agencies; and present employees I addition, educational institutions, labour
. unions,. casual applxcatlons and Ieasmg (deputatmn) are also utlhsed | : '

_ - a) 'Advertzsement A weIl thought outand planned advertlsement for an 1p"p_o_intm_en't'
) redéuees the po%snbillty of gettmg appllCHthl‘lS from. nght people o | S
a L i

b Emp?oyment Exchange and Agencze.s Employment exehanges with branches in
- most cities, can also generate applications. Their mam funetlons are reglstraanpf JOb seekers
: and their placement in notlf ed vacaucnes : - -

=

X

A “recrl.utment pollcy in its broadest sense;. mvblig_es a.eommiﬁhenl 'by the elnployef REEE

_to such general prmmpies as::

-

- to'ﬁnd and_employ‘ the best quelifjied_an_d suitable per'sons for l:ec'h-_'ob;' :

- 1o offer promising opportlunities for life-tim'e'_workiﬁg:-'careers; and

_ . 1o re'taiﬁ_ tﬁe best and most promi'si'ﬁg"of those llire'.cl;.

'

. to pl'o‘{ide_progra'mmes and facilities for pereonel-'gromll on'the job. -
"Generally,- _the follewin'g faet'o'rs"are 'iuvolved in a recruitment poliey..' N P .
: i

_ to eareful y observe the: letter and splrit ofthe lelevant publlc pollcy_ on hlrmg '
' and on the whole, employment relatlonslup oL

_'—.' to prowde mdlwdual employees w1th employment secur1ty, avoiding ﬁ‘equeﬁ_f o
S lay offorlost t1me L _ S A

ST  to encourage each’ employee in the contmumg, development of hls/hertdle'n_ts_ o
o andskllls T .. . l

o .'. to ensme each employee of the organlsatlon mterest in l'lIS perso 1a,| ‘g'oajls-an.d
: employmentobjeetwes _ _ _ . S l o .

- to ensure’ emp]oyees of f'rmness m allemployment relation shlr:s mcludmg

: pmmononsand transfers T L

(2) Pre—requlsltes of a good Recrultment Pohcy
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ii) [t should be flexiblé enoel‘gh t_o m'e'et_"the ehang’ing needs _of an organ1i$ation;.

i) R should be so des;gned as to ensure employment opportumtles for its employeeq
~ on along-term basis so that the goals of the organisation should be aehlevable '
and it should deve]op the potentlalltles of employees;

iv} it shouid match the quahtles of empioyees w1th the reerultments of the work for
which they are employed; and ‘
v} It should hig‘hli.ght the.neeessity of establiShin'gjob analysis. -

(3) Sources of Recruitmen’t

The sources of recruitment can be broadly class:f" ed into two categories: Internal and -
External.

i) . Internal Sources: -

Interna. sources are the most obwous sotirces. These include personnel from the present
working force. Whenever any vacancy occurs, somebody from within the orgamsatlon is
upgraded trans‘ierred promoted or sometlmes demoted '

Recruitment from external sources WIIE he in motwatlng the existing staff. The
management is also aware of strength and weakness of each employee, therefore the suitable
persons not merely on seniority should be given an opportunity for promotion and to take
_inore 1eSpons:ballty However it has few disadvantages wherem new talent is likely to get an
-oppo*iumty ' SR
ii)  External Sources:

These sources lie outside the organisation. They usually include:

£) New entrants i.e., young, mostly mexperlenced potential employees e.g., the coliege
students ) :

i) The'imempioyed — with wide range of skills and abilities
iii} - Retired.experienced persons
External sources provide the requisite type of personnel for an organisation havmg skill

. training an4 education. It gives an opportunity for recruitment from a large market and
posmblhty for the best selection.
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145 INTERVIEW, SELECTION AND TRANIN@

£

T da~.u¢.-

The mter\rlew consists of inter aehon between interviewer and appllcant it is apowetful
techmque in achlevm g accurate mforl ut the eandtdate The wtem]ew negds to be
'Dlanned to eluudate complete and te formatton “trom every' candtdate 1t should be
" conducted in a eonducwe environment and prowde a chance to the candtdate' 10 Tpeak

S EEa]

Four kinds of mterwews fer' shidchigin l1é{v‘e;'_5'f§é“ﬁi'iﬂéi"iﬁﬁ'e'“éff‘ Thest'are™”

l) Prehmmary mtervzew:," It is a preliminary’ ec:‘eeﬁmg“e‘f appllea ts to decide
whether a more detailed interview w11! be worthwhlle

i

R RS I T S EHE

Sﬁress ms‘erwew It attempts to observe how an appheant perform unden stress:;

'3y Depth mtervsew It covers the'complete ilfe hlstory of il ! hnd 1pclude_s
-the cand:date 5 work experience academic qualifi ications, health 'mterests and WObbleS '

] SN TESTER TR A T W
s 'foa\/lngchﬂﬂtlfed ﬂTefpt}tentt‘aI apphcants thie rieXtis "‘p--letc»eva'luat their’ experiende.
and qualifications,and make a:selection. Selectionrefensitorthe processof afferiiiz jobst6-0hE
o merg, applicants,.among, the applicants..; Great: attention:has to:bé ipaidi to selection by
'estabhshuwthe “best match” between job requlrements and smtablllty of candt ateis.qualifis '
. cafions: . : : : :

" . e datrrara Y
The selectlon proeed ure is concerned with securing relevant information of an applicant. .

.. This information is secured ina number of steps ot stages. Thy ob_lectlve of _sel ction process
is to determine whethei an’ apphcant is'stiitablé' for a specnf' ¢ o and to CthOSB the apphcant
‘ whe is most l1kely to perform well in that JOb ' !

Ll P
Loy ToE PR RIie D)
‘1-‘ IR R

‘ Thrrd the fength of the probationary permd The longér tIrie perlod Ethe'grea.ter tl’ie _
uncertamty in the minds of the seiected candldate :

=
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A) STEPSIN 'SELEICT I{)N PROCEDI’JRE:' -
There is no shorrcui 10 an accurate waluat:on of a ccmdldate The hlrmg procedules are
____.therefore guﬁerally long. and com])hcalcd i :

, lho to!iowmg procedu:e is moderate:i\ gif_:t:i:}__lt_ablé' to _ch'r_j;bné and it;m'giy be modiﬂéd
_.to bult to the 1=1d1v1dua] bltllcltIOﬂ ' ' ” o ’

Q. Prel_i_minar}f ihtérviéw; or screening.

' 11) Apphcatlon - It helps in 1La,rmng about an apphcam g ba;ckground Apphcatlon
needs to be designed carefully to Llumdate the required information from
candidates.

1) A well conducted interview fo explore the facts and know the attitnde of the
- apphcant to the job. It gwes a chance tc: ﬁll i tha gaps Df requlrcd mformatmn of
the Lﬂlldldilte -

Sy IA physical cxamination —— health and starhina are vital factors in success
V) A rcfc'rcnc(-: che:ék, _ahd :

o i _:v'i)"’ Final scluctmn approved by manager zuld commum\,atlon of tne dt,cmon to thc
o _cand:datu - : y - :

“14.5.3 Placement and Induction
1) Placement

Placcmcnt has gzum‘d added lmpoﬂ:ance mmadays and is mmor 'ﬂli;_hﬁ)ﬂl for the -
_ supcrv1sor as. wcll as hls new submd,natcs . o

Increasing emphasis on hijman:"rélatidns: ‘attitudinal aspects and high tarnover in the
first fow months of employment necessitate the best. arrangement between the supervisor and
the new subordmate 'to help the cmplovec adJust and. aom,pt the other cmployr.,f:& as Coworkers.
" To aid this process, some organisations have extensive orientation programmes “which hdp in

_11suallsmg the entm, opcratlon cuiture and rt,latmnbhlps prf‘va.lhr*g m me ormmsatmu

Placement has been defined as “the detérminafion of the jo‘o {0’ which an 'dééciit:ad :
_._candrdate is to be assighed and his assignment to that j jO[} Placement and follow up aims at
* cnsuring whether the individual who has been sclcct;ed is placed suitably on the job and does
the job well. S T
. Just rccmn:mg an employee to an orgammttm} 1§ 110? mmlpl Putumg im, zaght maﬂ at
the right job is equally important. A misplaced bmployw i54a dlvgnmﬂud and frustrated man.
A misplaced employee cannot give his best to the orpasisation. Lack of intorest in the job will
be reflected in lower productivity. Proper placement will go a long way 0 rerjuce em*}i: ee
" tumover a(,mdent ‘w%ntcmsm and IHIPFCNP rm,ralu nf the < mp]oveeﬂ R
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i) Inductlon _ ‘_‘ L o ;
R The mtroduetron of the employee to the ]ob is known as: mduct10n i rs the process by
* which- 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 of the | task
©of orienting or introducing y the new employee to the company. Instead of 1eav1vng him’ to stum-

" blehis way through the organisation, it is better to sy stematically introduce h1m|to the company;
its pohey and its posrtron in the ¢conomy. Consxdermg the fact a number of! workers, newly
. recruited, erther
- the first time, it iy imperative to have a thorough induction, progra.mme to, case the strams

_effected by the change n soeral envrronment o S | S '

14 5 4 Trammg and Development

Tra.mmg 18, the act of mereasmg ‘the knowledge and sklll of an employee or domg a' :_'
' _partleular ]ob tis ooneemed wrth 1mpartmg specrflc skﬂls for partleular purposes '

‘ Employee trammg tries to 1mprove sk1lls or add to the- ex1st1ng leve] of owledge 50
that the employee is better equipped to do his present |ob or to prepare him : B
s posmon with increased responsibilities. In other words, the training of employe_es_ goes a long

e from surroundings or have secured appomtment in an industrial unit for- -~

~.-way to raise the level of. productivity in an organisation, by improving their-skill and know-" -

- how. - Particularly jn a world of rapid changes in technology and operational appfoaches, the
.~ training in new ways of doing thmgs becomes imperative for doing them in-a better way to

produce more. - When the more progressive concerns in an organisation adopt nevy. techmques .

- for raising their level of operational cffectiveness, those who would stick to the * “status quo

. must lag behmd Trammg 15! thus a must for preventmg obsoleseenee A

Basrcally the trammg 1s of two types (1) For a fresh and new. employee and (2) For
“internal employees. For a new employee the training - is to provide aequa:mtance to the

“eénvironin: nt and culture of the hbrary H enables him/her to know the procedure and support - -

in achievii-- the goals For intemal employee it is a refresher course to get acqpainted with
new equ1p, rrent upuate the knowledge in the concemed ﬁeld etc ‘ e

_ It provrdes conﬁdence o the employee to handle the _]DbS conﬁdentlyland eontrlbute m""
successful achievement of goals. The training necds to be planned and desrgned The time;
- contents; the place and the method of training are important factors to be conslderecim de51gmng _

~ the training programme. It can be done either wathm or outsrde orgamsatlon Even resource
persons can be brough* Tom outsule oo . S0 S
_ "The trammg provrdes onentatron to the ]Ob and also gwes an opportunity for ‘the -
- unprovement of the SklllS and knowledge ) L

_' 14.6 PERFORMANCE APPRAISAL

1) Need for Performance Appralsal '-_, |

_ Performance appralsal oF TeTit- -rating is one of the oldest and most unlvel sal practlces .
-of management It refers to all the formal procedures used m workmg organmatlons to evaluate
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the personahtles and contributions and the potepu.ai of group members. Modern management
makes somewhat less use of the term ‘merif-rating”. The trend nowadays is in the direction of
attempting to measure what thc inan does (psrformance appralsal) rather than what he is (merit-
ratmg)

Performance appraisal is a systematic evaluatmn of personnel by supervisors about
their performance as employers are interested in knowing about etnployee performance.
Employees also wish to kinow their position in the organisation. Appraisals are essential for

-making many admimistrative decisions; selection, training, promotion, transfer, wage and salary -

administration, etc. Besides, they aid systematic and objective way of judging an employee
in performing the task.

ii)  Essentials of a good Appraisal System

Following are the essentials of a good appraisal system:’

i) Itmust be casily understandable: It should not be time-consuming and complicated.

i)} Tt must have the support of all, who administer it: It should not theoretical,
ambzticus and um'callstlc Good understanding must exist between the rater. and
the ratees.

i)  The system should fit the organisation’s operations and structure. -

iV} The"syst_am should be both valid and reliable.

v)  The system must have bhllt-m mcentives, that is, a reward should follows
' satisfactmy perfomlance

vi}  The system should be periodically evaluated to be surc that it is continuing o
meet its goals. Not only is there the danger that subjective criteria may bocome more sakient
than the objective standards originaily established. There is also the danger thay the sysiem
may become rigid in a triangle of rules and procedures, many of which are no longer useful,

14.7 WAGE AND SALARY ADMINISTRATION

Services rendered by individunals to organisations have to be adequately paid for. This
compensation generally comprises cash payments, which in addition to wages includes pensions,
bonus and shared profits. Compensation could also be in the nature 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, responsibility, creativily, and so on.

A sound compensation package should encompass factors fike adequacy ol wages, social
balance, supply and demand, equal pay for equal work, and work mcasurement. The concept
of adequacy has two components, the internal and external. The internal compoenent has a link
with the fair wages concept, i.e. for a gwen job, 15 the money compensation for an employes

" to maintam and cover basic needs such as housing, food, transport, medical care, chiidren’s

education, etc. Tha external adequacy would be in relation to comparable jobs at other places -
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not be less than what 1t cat command elsewhere

14. 8 GRIEVANCE AN]D DISCIPLINE

.14 81 Grievancﬁ'r= S

Accordmg to Mlehael Ao Juoms the term'# gnevance Meatss any dlscontent or
.'d:ssansfactlon . whethier; éxpressed “or net and whether-valid or hot, ‘arisig out off anvthmg
" connected with the company that an employce thmks belleves or even feels; is unfa1r unjust
or inequitable”. o
A gnevance procedure should mcorporate the followmg features .
1) Fonj‘brmzty with exzstmg fegrsfaf;on The procedure should be de51gned to
supplement;the existing-statutory provisions. ~Whcre: practlcable ‘the’ procedure can Imake use
of such maehmery as the law mlght have alread) prowded for

_ o ) Acceptabrhry The gnevance prooedure must be acceptable to eve nel In order
to bc generally acceptable it must ensure justice ic the worker. SR
3 i Szmphcrfy The p1ocedure .should be: s1mple enough to-berunderstaod by every

employee. The steps should be few and channels for ha.ndlmg gnevanees should be earefully
developed - _ c e T TR Tl D e ned Y

4) Prompiness: Speedy: settlement of a gnevance is-an: 1‘mportant and sbund personmel

pollcy Justice delayed is justice demied. The procedure should aim-at 2 rapid: d15pﬁsal of any
and every grievance. : : ;

'_14.,85_.2. nascipline R e

Dlsml ine means orderhness - the oppos1te of” confu51on Goad dlSCipllne refors_ o'
orderly behaviour in accordance with the rules-and- proeedures of the- orgamsatjm

discipline refers to the failure of individualsto dbservé the rules éstablishiéd by'theor ation s
Disciplinary action means taking action against ar individual when ke departs frém the norms ™
and rules. The dlscmlmarv action helps to mhlb‘ai_some undesnable behawour of employees

D1smpl1ne may be of two type:, pos1t1ve and negatrv : ,JPos'twe drssdnphneo s
dlsmplme is the best discipline. This.refers to-an- organisational ‘atmosphere] in: whichs
subordinates wiliingly abide the rules. The dlsegplm__ ig-achieved by positive motivational: -
activities. Negative or punitive discipline is .one in which ‘management -exerts. pressure.or-tiold::

- oui threat by.i 11nposmg penalues on wrongdoers. It is also called “Progressive” or “Corrective”
d13c1pl1ne T T R AR NN R S

149 LET US SUM up ; EER—

of- persona
management beeause it 1s bagsically ooncemed with utﬂlsmg manpoWer Fesonice. Manpower
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management or human resource fnanageinent__sta_l;t_s_yvith manpower planning_.' Manpow_e,g;u -
- planning involves the process by whicli management determines how an organisation should .
- move from its current manpower position o its desired manpower position. Through planniiig,
‘management secures an equilibrium between demand for and supply of right number and -
kinds of people at the right time. Manpower planiiing is a supply and demand calculation, _

Manpower planning is gailling'increasing acceptance among the managets. Basicaily,:._‘;. _
‘manpower planning itivolves locating “a job or a an’ as well as preparin g ‘aman forajob’.
The term ‘manpower’ could be equated with “labour’.in the sense of factor of produetion: 1n"
this sense manpower can be understood to mean ‘personnel” or ‘employees’. Sornetimes. the .
term manpower is used to mean thie'total quantitative and qualitative human assets of a couniry.
1n this sense the term manpower means the power Qf;_{the man, both in terms of the size of the" '

population and the talent and educational levels in that population. Population can be said to. -

determine the quantity and education of the manpower.
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14.11 GLOSSARY

Appraisal R : Estimate, to judge the qiua.lity or worth of.
Apﬁmde - . R quickness t_'o'Iearn'or understand.

Assertiveness - : to declare or to state positively. .~




Attainment .

_ ._\‘Bi'as"' _
Con'for__n'liltj’ =
. Disgruntled
: _Dis'.r'_'u‘pt

' _ _. Forecast

'Erustfafe .
i .-G.'rra[‘bholugy_ o
Grie_{fanc'e' Il

. Olljtiﬁlum"' '

- Pers;evef:ince

| Pertinent . |

' ."Phys_iognomy |

Probatien .

| .Redeploy_,

.Redupdalgeies.

- _mk

:accompllshment anythmg attamed
partiality;. mclmatlon
. .a,greemen,t; action in accerdant:e_ with
' disbfeas’e o |
- spllt up; to break apart

o estlmate or caiculate in advance, pr
' ‘complamt or resentment _' R
- the best or most favourable degree.
‘relevant; to the point. .
4_ the period of testing or triak .

" to move from one area to another.” ' .

the state of qﬁality of being’md1rndant- (exc

the study of handwrltmg

outward features or appearance.

anypleceofwork R

rules.

aclict

to prevent from. ach|evmg an ob_]ectwe baffle; defeat. _

' the_ act of perserving; con-tmued; pa_terit ef_‘fort.' _-.' |

pss).

14 12 MODEL EXAMINATION QUESTIONS

L ESSAY QUESTIONS
T
. '2)'
3
--demerlts
. 4
o SHORT NOTES
| ) Grieyal_l’ce aﬁd- diséip]iﬁe
| b) 'Sel-e.e'lt.ion |
. ©) .:Inte'rvie-w o
A Job epe::iﬁeatioh__

'What.a:j_e the objecti'ves, -purp‘oée and pfocess of'H R P ‘? .
Descrlbe _jOb analysm and explam _]Ob descrlption and Job spec:ﬁcattc

'Explam in detail the dxﬂ"erent sources of recru1tment and dlscusslthelr

-Descnbe the steps mvolved in Selectlon process -

)n._"

merit_s and




UNIT- 15 : ROLE OF COMMUNICATION IN -
| HUMAN RESOURCE MANAGEMENT

Structure

15.0 ‘Aims and Objectives
15.1 Introduction.

15.2 Communication - Definitions and Importance

152.1 Definitions
1522 ° Importance
1523 Drganj's_atidnal Communication

153 ”Communi_pﬁtidn Process
15.4 : Channels of Cbiﬁfnunicé.tion
1541 Fommal
154.2  Informal

15.5 Barriers to Communication
- 15.6 Principles of Eﬁectwe Commumcatlon
157 LetUs Sum Up '
15.8 References
159 Glossary . : . . . :
- 15.10 Model Exammauon Quest:lons T ot

15 0 AIMS AND OBJECTIVES

' The aim of thlS umit is to mtroduce the role of commumcatlon in human resource '
management -

_ Aﬁer going through thls unit, you should be able to
. deﬁnc the term commumcatlon .
. explain .the purpose and flmctions of comfnuni.cation

® descnbe vanous channels of communications and the barners affectmg the_ _
commumcatlon process” o

* " list out Varons pnnclples of effectlve conunumcanon

"151 INTRODUCTION

The term ‘Commumcatlon is derlved from the Latm Commums teaning ‘Common’,
and thus when we communicate we are trying to establish a ‘communities” of ideas with some
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©one. chtlonary meaning of communication is news, or the act of, makmg oneself understand
. means of sendmg mfo*mat]on between one. p]ace and another ! I

. Commumcatlon' 1n‘general is a process of passmg 1‘ess ges mformat;on or ideas
“friom‘onie person {0 another; whiclt résulfs-in feceiving identical meaning and emotion meant
~and felt by the commumcatlon It is the process by whiich people attempt t& share/meaiting via _
the transmission of symbolic message. The management accomplishes the tasks throughithe
people. Therefore, it is necessary that clear, understandable and meaningful communication
takes place among human resources at various levels. With effective:commupication, the
_meassge or meaning is shared and understood. Commumcatlon of mforma.tm -glso means
expressuon of motives and attitudes. ' '

_ . Ithad been est:mated that 70% of the average person stime is spent for Ilsten g, speakmg,_
' readmg and writing. The information may be comrmunicated either vegbal:of non- |erbal means.
Therfore commumcatlon has beun characterlsed as Ilfe blood of orgamsatlon

y v i L a L v . \ . l

The llbrary managers/librarians/ mformatlon scientists like the managerj in any other
service organisation, must be concerned with communication effectivety with patrons as well
as with statf.. Poor, ineffective or nonexistent commumcatlon can be andloftul is the main
complaint of library staff members. But the commumcation probleris-cah be identified and

~ . improved, provided, both sender and receiver should verify what was said and understood,

because verification is essential to complete communication. I anyong i thie hh_ ,__'ry is careful
to use job-related terms in a consistent manner, then true commumcat:on dan tdke place

152 COMMUNICATIONS - DEFINITIONS IMP@RT ANCE AND
_FUNCTIONS | ‘, A

Commumcatlon from the context of management is defi ned as the process 01" exchangc
-of mformatlon ideas and opinions which bring about integration of i interests, aims and effi orts
_.among the members of a group orgamf;ed for achlevement of predetermmed anfs

. . . . . P . ey
g.- R ,-..;- I '.' i ¢~|‘ Eyoiivis St L Sy il
: H SOV

leferent management scmnt:sts have def’ ned the term communication in ' =he followmg'
ways '

1} Ketth Davis deﬁncs communwatton as ™ the process of passing mformauon and
under:,tandmg from one person to.another. It is essentiallya’ ‘bridge' of meanjing between
people. By using the bridge of meaning, a person can safely cross the river of m:snlnderstandmg

that separat‘*s ali people. (Human behanaw Gt Work: Tata: McGraw-Hil New Delhit).

D2 Accordmg to C. A: Brown “Commumcatmn s 1he protéssof 1rans mmg ideas
or thougbts from one person to another for the purpose of creating understand ing ity the thinking
of the person recetving the communication”. (Commumca’cmn means undersa,andmg in
personnelAdmlmstratlon Jan~Féb' 1958 s 12) SHERE A AR :

3) - Louis A Alien Pas descnbed u,ommumcahon “ag th , ré b';ne -i)e'rs'bn
" does when he wants (o create understandmg in the mind of in other. Tt involves a systematzy
. and ot innous  process of tellmg, ustemng and un demandmg” (Managemem ana’ pr gamsaﬂon
‘McGrdwleII New York: J B S
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4y . M W. Curnming describes comraunication as “the process of conveying messages
- (facts, ideas, attitudes and opinions) from one person to another se that they are understood”
(Theory and practise of Personne! Management, Heinemann, London.}

15.2.2 Importanece 6f Communication .

Communication is the process of transformin g information from an information source
to adestination. Communication - the exchan ge of information and the transmission af meaning
- is the very essence of a social system or an organisation,

The art of communication is old but its rise to prominerce in personnel administration

is comparatively recent. Communication is a m utual exchange of facts, thoughts, information
or emotions. Communication is as necessary to an organusation as the blood-stream is to a
persor. B : '

“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 problems 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 timely information. Therefore. the

- manager spends sufficient time in communication and at the same time the managerial effciency
~ and performance improves with good communication. [t also supports understanding needed

for group effort.

The overall ohjective of the communication system oF process is to oreate in afl

-

participants to an organised activity a general sense of oneness of the organisational unitand

secure the individual’s personal ideistification with the organisation as a whole,
The following arc the important objectives of communication-

- to facilitate and develop free exchan ge of information and understandin g that i3
- necessary for group effort in converting thetights into actions;

- io ensure proper and clear transmission of directions to ail individuals concerned
with the organisation; '

- to encourage expression of thoughts and ideas as well as suggestions froim

subordinates with a view to bring about improvements in the product, work
environment/conditions, work methods, or practices including cost reduction or
waste administration efforts, ete. ‘

" - to prepare employees for any necessary change by providing thei necessary
' information well in advance- ) :

=l

- tohelp employees in understanding and accepting the reasonableness of the status
and authority of everyone in the organisation;
- to foster attitudes necessary for mutual cuoperation and goodwill; and ‘

- to motivate emplovees and raise their morale.
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15.2.3 “Organisat

onal Co_mmunicetion-

Commumeatlon in orgamsatlon mvolves transfer of correct message from Zie person
- to another. ‘Every LIC should develop and mamtam an effective system of orga isational:
 communication, Eﬂ'eetrve communication may-be most important managemeht ptoblem. If
X there is no proper communication it may be difficulf to-understarand.and: ultimatély leads’ to
- chi is T ee'ess ary, to see that the meamng miust be transferred not thé words do/

Some of the Ifactors that.influence the orgamsat,:ona] eommumeatlon arg: work

_ cérﬂmt‘imcatrdn.‘ '

It may be necessary to develop commumcatlon networks wlthmsthe orga.msation They
X {within-ans
} h_con downward,-
. upward and hor zontal commumeatlon ‘Lack of effectwe eommumcanon may result inadverse
o 1mpact on human relatrog;shrp and achievement of. objectives.: {Therefore;an effective .
=ork must be deve]oped inany LICs: Asa part; of thisiprocess;::
encouraged to.. speak wrthout fear: ;. 1t: 8" not-only dnternal’-
i ks with ; t e-zorgamsatlonal hierarchyshould -
bé planned 1 e"bamers of comrnumeat:on (dlscussed Iater in this umt) should be. reduced:w
|_ L. ;
Accordmg to Mmtzberg, the- communication has three 1mportant roles whlc
: portance of commumcatlon '

Adicate

a) interpersonal.ro]e_ s
_ b} informational role - 45%
: c) decisional role. - 10% '

15 3 C(, MMUNICATION PROCESS

depe iy e

s
The fo]]owmg diagram deplets the communication. proeess ,rnodei and-it. shows")h.ow'\.r '
each part is connected and mﬂuenee each other. e

R

_Cﬂmmuni__cat.ion. process of a-librar;

-Source Channet

lehetion

Knowledge
creation

<& Creation of.
nowledg

writteni: A E:

N Fee_dhaekl.




- commumcatlon

_ commumcatlon The source is also communicator. Thc commumcatlon starts from heze‘to ‘
. ac understanding and.change in the qhawour of, the receiver...

to the recewer(s)

'3 T he message LIt is-an idea: or-futt: or,mformation fromuthersourcer: +(This may
be of subject matter or any other information mtended to commumcate Thls is the crux of the
] £

' 4)  .The channel: An organisation structure itself is a chinfielof communication. A
channel of communication is a pathway or medlum hy means of whlch mfonnat:on is passed
' from a source (The sender) toa recelver '

- 5)  -The Decoder:Itisa senSory orgaﬁ’of’fﬁgfi'éfr (Suich'as diearoran‘eye) to decode
or retranslate the Message | ina way thqt it may be of use to the Receiver, Thus the “decoder’ is
_Vto the $ured of ¢ commumcat:on v '

ST

310 a;i} -."!'f ‘f";'.",‘r"i ARt

i s A ; v v ;
6) "The commumcanon receiver:. Tﬁe commumcatlon DrOCESS 1 com plete when it
is by received at the mtended destmatlo hy the recei

7 n
receiver acts or reacts to the message/ mformat:on he has recewed and mterpretes Some time -
.the teader interpret. the,cpmmumcatlon and crga- €55aL¢ OF _;_nfp;_r_nagqu,;gyh_;ch again may

Communication occurs:atvarious levélsdidimay take: séveral wrthm thie orgamsatton
bU.t two ba51c kmcls or types of medla of commumca‘tmn or chame]s of commumcatlons are

alramds faw

A charmel of communication is the route thmug}' whlch mformation ﬂwf from FYsurcs”
(the sender) to a recelver ln other words; it rofers to specific courses or conducts through




In an orgamsatlon or lnstltutlon the ehannel of commumcatron aots as an rmportant S

-commumcatron media for inter personal communication. It meaus, 1nformat10n flow

.-'authorlty to its staff: it moves downward, irpward and hotizontal among:the stft_‘?_ of the |

" organisation. In other words, it may flow from a superlor to a subordmate from.asu
" to asuperlor mtra admlmstratlve or external : L

15 4. 1 Formal Commumcanon
In every orgamsatton there develops an 1nst|tuttonal pattern of formal comm

- eonsrstmg mamly of ¢ Ofﬁela} Channels”and the execution of *Formal Communicatio
or programmes’.. The official channels of communication correspond closely to the

e

ord'inate' .

unioa'tion .

specified

organrsattonal relatlons!nps among posmons or people These are official and fornn a part of" '

_ the recognised. communication syster which is mvolved in| the operatron of ; the org
Further these may be oral or written. - o
_ .'P.'o'rrnal o'ommun_ieatro_n | pattems are of three typ'és-_,--'nanlel-j,(, |
| i) N .'_f\)IOanard.: | | -
hy Upnérd,. nd
i) B ﬁbfi‘zonrai o lateral

i) Downward Cornmunicat'io'n:

amsatlon

The hlerarchtcal arrangement of levels in the orgamzatlon and the funotional_' '
departmentalrsanon provide the basis for formal commumcatlon pattem In 5|mple Whe.p_assing
m

- of 1nformatron to persons lower i in the organrsatlonai structure is downward com

This communieati_o’n:is basically of five, types;"

LAy ’Sbeoiﬁc‘task.directfives (i.e. job instruetions).

| by 'Informatlon desrgned to produce understandlng ofthe fask and its 1

__other orgamsatlonai tasks (i.e. _]Ob relatlon)

ey - Informatton about orgamsatronal procedures and practlces, for exam
: vacatlons srck Eeave rewards and sanctrons C

dy Feedback o the sub‘ordinate 'abo'ut his perfc')rmanoe'.: -

H
i

unicatioh.

elation to

ple, about'_ h

ey Information of an ldeologlcal character to 1nculcate a sense- oF m-.is's'ion

_ (t €. mdoctrmatmn of goals)

Therefore a fotmal commumcatron may be Mandatory (1mplymg a command or- an_ -

, order to be followed —a eommunrcatmt which is mostly Vertlca]’ and usually one
it may be ‘indi leattve or explanatory Co :

Further when the top management is conscrous of the need for conveyung in

-way)or .

formation -

dovu’n the line, tl'ns jOb IS falrly wel] done in the normal relatlonslnps Personal’ eontaets and
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' operatidns procedures provide the most commoﬁly-usé.d’-and most efficient means of -
communicating between top management and the divisional heads below the level of top-
fiarragement.. R U " S o -

The following diagram represents downward communication.

Policies
Procedures -
\I' AT _ Hand books

ii) . Upward Communication:
‘Upward Communication” reférs to the information passed from the base, i.e. the rank-
and-file empioyees 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 infoi’ma_tion relating to productivity,
-effectiveness of their orders, instructions or directives ete., to 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 ofinput on individual and unit performance. :

The upward communication may be classified as under:
(a) What the pérson says about him self, his per‘forﬁlance, environment and problems;
: (b) . Information about others (colleagues) and their problems; |
(c) © Information about organisational practices and policies; and +
() Information concerned to the needs.
' I_t"may'_be' concluded that the upward communication is mainly'r'eporting,'

informing, reqesting, suggesting tlo'the ligh level managers. It may--bg:\al_slo;a feedback to the
dowward message: T L co :
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The-following diagram represents upward communication.

grievances
%aggestlons
..attitude-
..Surveys
performance--
reports

) : ' : A

Commumcatlon between dtfferent clepartmentsv‘@r SectlonS*lS now

T".- departments'_’lsf cailed <h0rlznntal

the,-sarn@- levelin

widn s"ni

| § horizontal or
latcral If a department or SCCtIOﬂ head needs some mformatlon from another department then



“Tibrarian

T o]
AT

e b

Acquisition

gang plank.
. . or,
LS herizontal'Communication”

-z Oral:and written ‘commiinicationscare two “very 1mportant ferm: 'of afl types of "
commumcatlons—downward upwfard and- honzontal‘ i : '

d“"ecﬂ}’, elther face to face or through'a
- this.is an- mterpersonal communication,” -

ertten commumcatmns are always put:into-writittg: and are “more earefuliy tholight -
out and formulated. They can be retained as records:and references:soufces afd thej are”’
partleular]y essen‘ual where their preservation is req uired as in the case of dlsputes

_.eople who»know each other in; the orgamsatmn talk together mformall ;
. they have in common'is the organisation they work for, 56 they talk’ abeut thé 'happemng
the Organisation and.about: therorgatiisational members.“Tliis type of mformal cominunication
is based on the informal relationships that grow up inan organisation. It deve]ops as aresult
of inadequate.formal structires. Inforinal eomm (miCAtionS grow outbfthe socm] mteraetle_
- among people who:work together.’ These aré ot ‘bound by any chart, s i ns, *
customs and culture. Such communications provnde tiseful or'matlon for events to come in
- the form of grapevme
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Informal communications, therefore, refer to the GRAPEVINE through which an
- individual discovers information which would have otherwise taken 2 few days to receive
through official channels. Iinformal communications may also include rumors, gossip, gencral
social interchanges, complaints and other informal talking among employees.” Communications
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 ig highly influential
“and important, is usually based on messages in the form of rumours. Slnce, rumours usually
exercise great influence ori organisation membcrs, in some organ isations Rumour C linics have .
been estabhshcd to provide instant answer to objectmnaolb TUMOUTS. '

The grapevine carrics two'types of information, ﬁamely, work-related and people-refated.
The grapeving starts in the organisation when the employees are not informed thiough formal
- channels: The grapevine has remarkable speed. Theg grapevmc helps management in mt(,rprctmg
its policies to the workers and comniunicating their reactions and feelings to the management
Thc rumours spread through grapewnc can be stopped by
i supplying facts' face-to-face wnhout menttonmg thc rumour 1tse,lf Repeating the
- rumour may get credibility. - . '
1i) allowmg pammpatmn to-members in dutcrmmmg some part of the sithation which
" effects them; and : '

i) seeking cooperation of dependable infomlai_lea,ders' in combating rumour.

Howcch the gmpcvme communication ought to be a ba rometer to the management as
1o what is. ailing the employees and w hat ought to be done about it: Therefore, managers must
not gnore the grapevine or the rumour transmission system prevalent m all orga isations. and -
should not think that the integrity of their communication system wiil prwau Jltm_latt,ly 50
that the cmpioyeus may be able to diseriminate between genuine and spurious communications.

15.5 BL\RRIERS TO COMMUNI(‘ATFOI\I

- With all thc, SOphIStiCathll in the modemn techmqucs o{r communicatiof, the result may
not be there as it sometimes happens. The exccutive of manager must be jaware of certain
factors which come in the way of successful communication, There is no such thing as perfect
'commumcatlon Tiiere are continuous forces at work - cal]ed barriers — wh1ch tend to distort
corrmmmcatlon and promote dlsor;:anmatmn

Barricrs or impediment blocks to effective communications réfer to various ihterferences
in communication lines or channels - downwards, upwards as well as horizontally, which
create problems. or difficulties in the transmission of intended mfonnatlon or messages to
specific recipients or receivers for whom they are meant in a correct or appropriate form that
may bé necessary for attaining the desired goals. An adequate knowledge of such barriers of
blocks and problems there in is of great’ s1gmf1c.ancc for alt ma.nagers as well as emplovecs

These barriers to communication arc of various types. leﬁ,iult auljmrs stated it in
different ways. But broadly speaking, these are of three types: 1) Humanfpersonal l)bcrnzuluc
and 111) Technical. These are illustrated below: :




- Communication Barriers

l AR B ]

Humarv’l“erscmaléi | !_Senﬁanticl ) | | Technical

t. Distrust, threat & fear -~ 1. Language . 1. Physical

2. Psychological : 2. International 2. Mechanical

. . :  enviroument - -

3. Organisational o ' 3. Information
4. Social ' - 4. Geographical
5. Fauity expression o o 5. Time lags

6. Poor retention
7. Inadequate [1stening

15.5.1 Human/Personal Communicatiorn Barriers._

(@) Distrust, Threat and Fear: Distiust, threat, and fear vinderminc communication.
In'a clunate containing these forces, any message witl be viewed with skepticism. Distrust
can be the result of inconsistent behavioup by the superior, or it can be due to past experisuces
tnwhich the subordinate was punished for sincerely reporti ng unfavorable, but true information
to the superiors. Similarly, in the light of threats—whetlier real or imagined—people tend to
tighten up, become defensive, and distort information. .

(bY - Psychological barriers: These are comnected with the status symbol of an

executive. Further, communication can be thwarted tf'the potential content of the message

threatens the psychological or economic wellbeing of the recipient. People hear only what
they want to hear, but if the message has a bad content, the receiver will not be atientive,

(c) Orgam‘satiuﬁ_a! barriers: Men bers of an organisation may be restricted i their
communications fo formal channels only . The greater length or span of communications ir 4
larger organisation may pose ceriama problems, particularly those of coordination, distortion
and resistance, that may block the ef 2ctiveness of communications to a very prear cxtent.
The problem of ‘co-ordination” arises becanse einphasis on communications through official
channels is likely to reinforce bartiers between vertical units and the sumber of bacriers are
mereased in the same proportion as are layers of intermediaries (hierarchicai levels) in the
comnunication process through whicls retransmission of messages have to take place.

“Distortion’ of a message being transmitted is likely to oceur as communications pass

through various levels of authority with different managerial approaches and interpretation af

each level. Distortion effects impeding effective communication and it is tikely to be greater
as the number of levels inctease in the communication process. The probiem of ‘Resistance’

-as.a barrier to the desired success of a transmission may occur in varying degrees dependin g
on the extent to which various hierarchical levels in the organisation dislike a specific message
or regard it as in appropriate. ' : o

<2

(dy  Sgcidl barriers: Social values held by people often act as versonal barriers fo
free, frank and effective communications. Social stalus can be barriers fo communication. In
the organisational hierarchy, a certain status is attached to a posttion, which boosts the veo of
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“the incuimbent . Subordmates become aware of the existence of such status:in their relation-
ShlpS with ftheir superiors. This may distort the- upward commumcatlon prodess. . [This barrier’
is reflected through lack of spirt of fnendlmcss genulne co-operaﬁon and 1eamwork

(e) Fauh‘y expressrom and Iack of clamy Irrespective of. how a communication is
delivered, messages may be expressed badly because of such faults as poorly seliectod words
~or phrasc:s inadequate vocabulary, poor org,amsanon of ideas, lack of cohererice, carcless
omissions, UnNECessary and irritating repetitions etc. - Besides, communication is|often vague
and. badly expressed through the use of inadequate words and poor organisation of ideas,
resulting in lack of clarity and precision. Thus it always results i i t.‘,r(,a.’ur.b'ir noice and some
. loss in tra.nsmlssmn of the message commumcated !

message becomes less and less accurate. Poor retention of infgrmation is another serions
' problem Thus, the necessity of repeating the message and using several channels is rather
- obvious. Conscquently, compamr.,s often use more than one channel to commum{atc the same
‘message. :

(f) Paor refention: Tn a séric:s of transinission from one person to ihe next, ‘the -

() Inaa’equare hs!enmg as harriers: Listening is an impdrta’nt clemeit in
interpersonal communications and people in-organisations spend about two-third of theit work-
day in verbal communications, half of this invelving listening. Yet most people lack the skill
of listening because of individual differences in the {evel of their mental alertness, capacity of
intelligent undersianding, ability to absorb and organise information or message, etc. The . .
readiness of an individual to talk may als¢ interfere with adequate and corfect hstening:

Listening reql,urcs gre“ttm mental cffort than speakmg ThlS 18 oﬁen not reahsed Whilst
one bears with the cats, one listens with the mind. A known barrier to ffective hstenmg is the .
_ tendency to evaluatc in terms of the listener’s frame of teference rather than that of the speaker.
In addition to above, emotions; unclassified assumptions, resistence to chan e and closed
- mind 2lso act as barriers of rommumcatmn -

15.5.2 :'emaﬁt'ic Barriéi‘s’
é) Language: Semantic barriers arise from the limitations of ﬂ:le language 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. Further words 'a.nd

concepts have different mcanings for different persons. Even the most cargful use of a

dictionary cannot eliminate mlsunderstzmdmg Words having more than one mi

BANIng, should
be avmded in order to remove mlsunderstandmé :

b)  International Environmeni: ‘Communication in fhe international environment
becomes even more difficult because of different languages, cultures, and one thas to take a
variety of steps, such as, language training, transjation courses, etc.

1553 Techn-ical B__arriers o

(@) Physical ob structions as harriers: Physical barriers which are due to-
environmental factors, such as weather disturbance, physmal distance, distfacting noises, etc.,
Physical distance between people is also created because of excessive hlcrarchy 1B orgamisation.
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The reliance upon the* umty of com; mand” concepi requm,s that for ma! commumcatlons follow
prescribed channels through tne orga_msaﬁon -
(b) Mechansc al bfz;*mem These are cmmected with the tecl 1mcai nnpudlments in the
way of communication within a company. Tl hese comprise barriers arlsmg out of organisational
structure, where responsibility and authority are not properly assigned. “If channels are not -
- glear, if there are dead ends, blocked pasqage.b or-bettienecks, communication is chaotlc and
. non-existent.”
{c) . Informatwr; overload One mlght think that more and unrestﬂcted information
flow would help people overcome communication problems.. But unrestricted flow may result
" in too much infermation. People respond to information overload in various ways. First, they
' may disregaid certain information. A person'getti-n'g too much mail may ignore letters that
should be answered. Second, if they are overwhebmed with too 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. Fourth, people may filter information.
Filtering may be helpful when the most pressing and most important information is processed
first and the less important messages receive lower priority. Finally, people respond: to
inforration overload by simply escaping from the task of comnunication. Tn other words,
they ignore information or do not communicate information because of an overload. -

(d)  Geographical: Coinmunication barriers due to geographical distance is another
barrier. Because t_)f distance the cdmmunicati_b_n reaches the destiny after the scheduled time.
In some cases, this creates bottleneck for smooth processing of communication. But today:
there are several telecommunication medaa with which co*nmumcahon can be fransmitted
from one pla«*e to other at fast speed.

(e} Timelag It has been often found that managers themselves fail to transmit
‘neeessary messages to their subordinates because of their faziness or 2 ssumption that everybody
knows or desire to maintain secregy. Sometimes managers transmit messages implying charige.
that affect employees (e.g. p!acn type or order of works) without providing suﬁment time ar.
permd Dfnecessary adjustments to the 1mplica110na of commumcatlon

15.6 PRINLIPLES OF EFF ECTIVF C(}MMUNECA'I ION

The orga_msatlons should strive to have an effectwe communication to ensure tie best
resulis. "Noise' distracts the communication and al! efforts need to be made to avoid the noise.
Further, the sender needs to determine and mention the purpose of communication. It wili be
useful to prepare a plan of presentation on the basis of information to be transmitted. To
make it effective unnecessary words may be avmded and the feedback needs to be encoaraged '

. ‘Koontz and O Donnel has suggested the followmw as basuc prmup?es of effec,twe .
_ commumcatlon : :

a} A communication should foliow the’ principles of clarity” in order to be effective
~which implies tHat an information or message to be transmitted must be expressed in a well
thought-out language and conveys in a way ‘that can be easily cemprﬁhendm or property
understood by the receiver; '
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.o by Another prmclple for the effectweness ofa eommumeatlon 15
. ensurlng the need for fali attentlon and eoncentrat:on o any. transrnlssmn on

the (principle of
al or Written'." L

¢y . A eommunlcation to be effect:ve miist follow the prmcnp]e of mtegrlty a based

- on the reco gnltlon that mariagerial communications are means rather than ends and its purpose , -
he. co-operation -

s o support’ understandlng by individuals as they aehleve and mamtam
: requlred 1) fulﬁl orgamsanonal Ob_]f!CthES - : :

_ d‘) The prmeiple of strateglc uses of mformal organlsatlon 1mply1
-~ must use the ‘Grapevine’ “or informal ¢hannels of commumcanons, _wh

‘ 'supplement the formal lines or channels of orgamsatlonal eomm umcatlons tot

. effectlveneSSof mtended transmlssmns ' :

_ In genera] the followmg may be stated as gu1de|mes for well as th
’ spec1ﬁe eommumcatlon e ey L '_

). One musl be clear ahout what one wnshes to com mumcate as we ll‘ as the purpose

ot the spectﬁc eommumcatlon

AN 1)

IV Wthh may be understood by the reeewer

h 111) The content of a con’lmunleatlon must be adequate

= 1v) ' Care r‘nust_'be taken fo ohoose righ_t mediUm' or',teehnici-ue"of th'e

The transmlssmn ofa message ought fo be, as far as possuble m the language _

ere’ essential, to

JEREEE R

3cdﬁf1muiiicat-i'0n;’

Tv) Whlle issuing ‘& eommunlcatlon it 1s necessary as we]l as desrrat__)f_le _to'keep'in_

v1ew the total physwal and human settmg, L ;

V'ﬂ_ Wh1le communlcatmg, full attentlon and eoncentratlon of the
fensured D

- Vll) “Care must be taken to ensure that commumcation takes plac
nrocess Recapromtv in communi caticns must be reahsed at
message transmltted must be ensured; ;

viii). Smce action” is louder than words care must be taken to ensure th_at any action '

1s not contrary to'a speeif‘e commumcatlon and

. i’X) o Efforts must be dlrected towards |mprovements ln commu-nlcatlons.'thfongll_"the__ .

provmon of adequate trammg faelhtles

v

ot o

2 as ‘a two way
d feedbaek ofa

The Amerlcan Mangement Assomahon (AMA) stated ten comma)’:dments of good

' commumcatlon They are

]_')' ) Seek to elanfy your ldeas before eommunlcatnu,

2) Examlne the trite purpose of eaeh communlcatlon

-, .
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3)  Consider the fotal physwal and human settmg whcnever you communicate

4)  Consult with othms where appropriate in planning commumcatlon

5} Be mindfnl while you communicate the overtones as well as the basic content of
your message .

63  Takethe opportunity, wher it arises to convcy somethmg of he!p 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 not only fo be understood but fo understand be a good listemer. -

15.7 LET US SUM UP

Cﬂmmumc.atlon is the transfer of mformailon from the sender to the receiver, thh the
information bemg understood by both the sender and the receiver. From the context of
management, communication is vital in the relationship between executive and their
subordinates as it is a process through which the work ultimately gets done Every executive
must, therefore, know how to commumbate

Communication may be formal or mforma] Formal communication may be either
vertical or lateral. Vertical communication is communication that moves up and down the
organisation’s chaia of conumand, Lateral or horizontal communication is between persons in
twao different departments, it improves coordination. The three forms of formal communication
are: oral, written and non-verbal. Informal communication occurs outside the ot ganisation’s

formal channels, A particular ly qule and pervaswe lvpe of informal communication is the
‘grapevine’. :

Whether formal or informal, the seven steps of the communication process are : source,
encoder, the message, the channel, the decoder the communication recewer and the action.

Communication is often faulty because of certain barriers which exist and not noticed
of 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

identitied and all possible efforts must be made to make communications effective 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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15.9 GLOSSARY

" Bottleneck
- because

Channel

Chaotic

Comprehend |
i Consistent

Decoder

- Distort

.Encoder
Feedbaek

- Grievance

Hierarchy

Information

any pomt at which movement or progress is slowed down

it must be funneled through it.

the - proper or. off:cla} course of transmission of
communleations ;

ina eompletely confused or disordered co'nditio _

)

to incInd_e; take in; co'rnprise. :

h'olding alwa.ys to the-.sarne' principles or 'pracfic .

to translate (a coded message) into ordmary, understandable

_ Ianguage

to change the usage or normal shape
toput{ar message informataon etc. ) Hio Gode

a process in wh;ch the factors that produee Ll result are

* themselves modified, corrected, strengthened ete. by that

result.

a mrcumstance thought to be unjust or lnjurlous and ground
_for complaint or resentment. :

a group of persons or things arranged in order of rank, grade
class, etc., : :

knowledge acquired in nny manner; facts; daj':ta; .Ieaming_; lore.
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Maundatory:

- Message

Morale

Oriéntation

Overwheln

’ Patroﬁ

. Peer

- Recipient
Resistante
Semantic
Skepiicism
Source

Sponataneeus

Vital

authoritatively'commanded or required obligatorily

a commumca‘non passed or sent between persons by speech

i writmg by signals, ofc.

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.

fam1l1arlzat10n w1th and adaptatlon to a situa tion or
envuunment

to make helpless, as with greater force or deep emotion;
overcome; crush; overpower. )

a regular customer.

a person or thing of the same rank.

a person or think that receives.

the act of resisting, opposing, withétanding.

pertaining io fneaning, especially, meaning in language.
doubtmg attltude or state of mind. |

any persot, place or tnmg by -which somethmg supplled
acting in accordance w1'th or resultmg from a natural feeling,
impulse or tendency, without any constraint, cffort, or

pi‘emeditation.

flecessary ‘or essentla. o Iifc bemgasource or support of
- ife.

15.10 MODEL EXAMINATION QUE_STIONS

1. ESSAY QUESTIONS:

1)  What is communication ? Discuss its aims and objectives.

2)  Define the term Communication and describe its functions.

3} Explain the, impo'rtant steps involved in a commanication process.

4)  Whatare the various Channels of Commumcatlon ? Dlstmgmsh between Formal
' and Informal (,ommumcatlon

5y What are the common bamers to communication in an organisation?

II. SHORT NOTES:

" a)  Communication Process
b) - Formal Commuhnication
¢)  Lateral Communication

d)  Grapevine

“e)  'Written Communication
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"UNIT - 16 : MANAGEMENT OF CHANGE
S.tructure

16.00 Aims‘ and Obj.'ecti..x_rés

16.1 Intrpduction '

162 Mzinagcment of Change - Definitions

163" Change Process

16.2.1 Saocietal Changes
16.2.2 . 1T and its Impact
1623  Problems OFChange _

16.4 Remstmg and Drwmg Forces GfChange )

t6.4.1  Factors RESlSlmg Change
1642 Driving Forces
16.4.3 Adaptation to'Change

16.5 Sirategles for Change _
16.6  Planning for Change : Drucker 5 S1x- step Model
16.7 Let Us Sum Up

16.8 | References and Recommended Books-.

16.9 A‘.s:_signment_s |

16.10 Model Examination Questions

16.0 AIMS AND OBJECTIVES .

The aim of this unit is to introduce you the concept.and trends of Management of
Change. ' ' : ' k

“After reading this unit, you will be able to

* argue that the library work foi'm"s a part of service enterprise

* fexplam that socio- techmcaf chang. 18 contmuou‘; process and it has a hlgh
impact on hbrarles ‘

hd discuss the need for libraries and Information centres for adocptmg to change
is inevitable to sustain in the changnw entvironments

* describe various appioauhes for adaptation to change -

-

explain the strategy of planning for chang;.
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16.1 INTRODUCTION

“I'he old order changeth, vielding 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, ete. These changes will have impact
of the employees either directly or indirectly. - When change is conscicusly 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 bé caused due to
internal or external forces. Whatever the causes, the institutions should have an effective
managerment system to adopt and plan for change. ' ;

It can also be“said that change is essence of growth and it opens new avenues of
~growth, if it is continuously imposed withia. it will have inpact on employees both directly
and indirectly, - : ’

The following few points briefly elucidate the various factors which have been affe_cting
the change in library and information services. ' '

1) In ancient times libraries are regarded as store houses of knowledge and the service
aspect is negiected largely. After the Second World War, dissemination of information has -
gained significance. The society has become more information conseions. To serve the
information needs of diverse .popuiaﬁon, different types of hibrariés, viz., public library,
academic library and special library have emerged, ‘ ‘

2) Political and cconomic factors play an important role in changing the scope of
library and information service. The concept of globalization has opened the library and
information service to wider community, . : :

become a comson place for computer applications in information processing and retrieval.
The technological innovations like networking, internet, ¢-maijl service,-etc have made

information accessible to the user com munity world over, promoting the concept of a Glohal
Village (World Wide Web). .

3) The innovation in information technology has brought-c';hanges in LIS. Today it has

- 4) The limitations of finance, staff'and equipment placed greater em ;ﬁhasis onadopting
new management techniques by the Library and information professionals. The change in
~management techniques requires specialised skiils to be imparted to the information workers,.

Change will create an impact on organization and the requirements for the change are
reordering of priorities, retrai ning 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 implement the organisation's [if
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16.2 MANAGEMENT OF CHANGE - DEFINITION

(1) Introduction of new technologies

Managemcnt of uhangc mav be defined as “conscious and concerned mstl tive by
those who are in-charge of the destiny of business undertakings to keep a constant and intelligent
watch over the behaviour of uncontrollablé forces, to assess their impact and influence on the
controllable forces and evolve appropriate strategies and action programme to maintain a
dynamic cquilibrium between the controllable and uncantrollable forces”. :

" The controllable forms are thost, forces about which sufﬁmcnt information is available,
as such forces can be managed easily.. Uncontrollable forces are those about which much is
not known. These uncontrollable forces influence the behawour of controllable forces and
limit the scope of manager ial action.”

Management of libraries and information centres in modern world has become highly
complex. The-enviromment in which they are found itself is highly complex. The complexity
and pressure to satisfy the needs in an efﬁcmnt way have mcrcased the challenge of rrJ anaging
the library and information centres.

Two important objectives of any enterprise are blOWTh and stability. Both these
objectives are based on the success of management in winning over resistance to chdnge on
the part of staff, users, authorities, suppliers, creditors and the public. Management is the

- chapge agent and therefore, management has to keep itself akways prt.,pared to recog nize the

néed for accepting the changc

16.3 CHANGE PROCESS

The «bvious ehange in the present society is the “knowledge explosion™, and most
people will sez1 > needed information by electronic means in their homes ot places of work.
Even if this hapr s, the need will remain 1‘0:‘ persons to dew!op collectlons of material and
organize it for us:

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; that may be true
to an extent. Neither of these factors - change and paoples resistance. to it - seems|likely to
disappear consequently, managers have to spend morc and more time in planping and
implementing change so as to-keep anxiety at a minimum. A manager should act like a bufter
between staff and technology. - Libraries currently are facmg the chalienge of peoples
expectations [or morc and more s¢ rvices. For examp]e more service pomls blggu colleciions,

- fonger hours and so on.

- Peter Drucker states that major changes that havc éffected many organisations are
those relating to -

Emergence of a world econom
¥

(3) Developmentofa changing pelitical and social matrix involving much disenchantment

without major institutions, and




{4) Creation of a kuowledgé economy where money-is spent on procuring ideas and
information and in which knowiedge has become the central factor of production.

Stueart and Moran explained that in LICs, some 'change’ forces are working. For
example, economic consiraints gouplcd with technological developments have produced,
cooperative efforts from cooperative acquisitions and cataloguing to computerised interlibrary
loan and resource sharing. Both internal and extérnal environment has played an important
role in fosiering change.

16.3.1 Societa) Changes and their Iinpact on Libraries.

The root cause of social tensions is generally found in economic discontent. Very
little effort was made in the past to use information technology in an effective way to streamline
~administration, improve productivity and to create a dynamic society. It would be worth
~ wltile to use information technology effectively to monitor the performance of the economy.
and if required, make quick changes.

The socio-technical approach grew out of work started in the Tav:stock Instltute of
Behawora] Research in the 1950s, The approach lecognlzed that successful introduction of
new technology required the identification of social needs and goals as well as technical/
economic objectives. The underlying assumption was that a system will only function
effectively if human needs such as job satisfaction are acknowledged. -

In the 1970s socio-technical approach began to be adopted in various guises for the

development of computer systems within organizational environments. The common element
~ in these approaches is theuceogmtton of thcmterdependence of four factors, namely, technology,
-tasks, peop]c and organisation. '

fi'he introduction of new computerized technology in fibraries will have an impact on
all the other elements. It, therefore, makes sense to take into account of all 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 p&rticipation in
the process of"- analysis and design. From the management point of view, participation in-

analysis and design enables valuable knowledge and skills of the workforce to be: mcorpordted
in the final system,

From management perspective, it is more likcly 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 Technoiogy and its lmpact on LICs

Information aechnoiogy has created a revolution in mfo:mdtton storage and retrieval.
Especiaily, in tein.s of storage, processing and access to the information. All the modern
technology is being slowiy introduced in LICs to prov:du effective and cfficient services.
- Further; newer services are introduced with less effort and there is phenomenal increase of
user satisfaction. The new 1e<.]mologles used include computers, telecommunications, networks,
cte. It is also observed that the information ﬂow is efficient. 1t 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 attltude and approach towards the activities

and programmes.

16. 3 3 Problems of Change '

The changes to llbrary and mformatlon services consequent upon the development
and use of new technology are complex and involve alterat:ons to working practices working
relatlonshlps attitudes and levels of expertlse

" For example, a]though the computer is now a.common place item in libraries and
- information centres, in the early stages of its application to information processingjand 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 replacenzent of jobs, lack of interest in senior professionals for computerization,etc. are

'some of the reasons that worked against the use of computers in tho I1braqy and mformatmn_

centres

16 4 RESISTING AND DRIVING FORCES OF CHANGE

Any change process is 1ntervened by some refslstmg as well as driving forges. If change
is favourable the employees will aceept willfully otherwise they wall resist. '

_ Resistance to change is a type of behaviour which arises to protect human beings from
the real or percelved effects of change Man by nature resists change whlch is unfamlllar to
himi. :

Human resistance to change may take the form of pass’ive acceptance, su}btle sabotage,

aggressive refusal, complete breakdown of work and so on depending on the situation. -

Resistance to change is not a good sign of industrial relations in any undertaking.| It is the duty-

of the management to restore and maintain the group equ1hbr1um and personal adjustment
which change Upsets Change requires 1nd1v1duals 10 make new ad_;ustments 1

Kurt Lewin observed that in any SlT.L!ﬁ[IOll two sets of forces operate - the driving
forces and the resisting forces. ‘

Resistance also implies lack of understanding about change. [t is eleo it]Wiilingness .

and inability to absorb change. In other wérds, it is to inability to make the necessary
psychological and other adjustments while dccepting the change, Change has a tendency to
destabilize man’s existing alignment with his environment.

Resistance to change is caused by economic, psychological and social factors. -

Ny 16.4.1 Factors Resisting the Ch.'a_nge.. _' | i |

There are various factors Wh[Lh resist change in an orgameatlon Some of the im portam

: far'fors resisting the ehange are
a’) Employees feel'that there is likely retrenchment leading to un’emplc‘yment
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b) They need to learn new sk:l!s undergo trammg to enable ‘rhem to practice new
prouedures efficiently

¢) The present know]edge_and skills are likely to be Qutdated.

d) After working for lonE time in a specified environment, they become reluctant to
learn new thi ings and take new responslb{hty

e} There is a possibility ofdisplacement or shifting of division / section leading to -
| new position in a new envimnmem.
These factors are social, pqychologma[ and personnel, which are likely to make
employees resist the change. : o

16.4.2 Driving Forces of 'Change

In spite of resisting forces the cmnge process is often supported by some driving
forces too.
Some of the driving forces are

i) Need and demand for change
i) Competition with other institutions/organisations
iii) __C1 tticism and appreciation from the user community
iv)  Willingness ofauthortt:es administration dnd stafl towards change.

16.4.3 Adaptation to Change

Managers can fn][ow_ the fbl&owing four steps to overcome the resistance to change:

Preparation: A change shouid not be introduced abrupﬁy and w1thout any preparation.
Before any change is initiated its objectives shiould be laid down and its implications should
be analysed. Tt is imperative fora rranager to identify the people who are likely to be affected
by change ' '

Cﬁmmumcatlon Commumcat[on if effective, can do a lot in overcommg resistance
to change. Employees, especially the people whose interests are likely to be affected must be
informed of the change. '

Partlmpatmn Effective practicing.of participative manage ment between
representatives of management and workers can pave the way for mutnal understanding and a
complete appreciation of the issues or problems mvolved in change. Par ticipation of employees
will develop.a fechng of importance. They will oooperatc in implemeni ng the change.

Gmup Dynamics: The bzmc unit of change is group 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 resistatice to change, Members of a
group interact with each other and obtain psychological satisfaction by belonging to the aroup.
If group dynamics is recognised and mobilised properly for introduction of chanbe resuits
will be more favourable. Resistance to change could be overcome on an enduring basv by
syatematicaliy pldnnmﬁ and unplementmv the process of change.
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" 165 STRATEGIES FOR CHANGE . - ]
: _ ot .|
Planmng for change is an lmportant step in any orgamsatron Beforq actual]y
implementmg a change, there is a need to deve]op a model. There are four steps in thls

i)Del’inmgthe:ChangeProblem R D ‘ I
| R o S

When change is mltlated it is necessary. to clearly demarcate what type cd’ change .

where it is to be- 1mplemented the extent, of change, why this change and how to- mhplement -

- and reactions of both the management and the staff. It is necessary to clearly define the .

extension and 1ntensmn of chan ge to enable everyone to havc clear perceptlon of thc tntended
change. T - - . ‘I
The change process is of two parts a) Whether the change is needed or desﬂred and

'.b) What type of change is needed, I | K ‘

-
The first one consrdcrs whether change needed or deswed in the orgamsatl n.‘For .
- cxample does the need concern is changing the state of morale the way the work is dpne, the * -

o commumcatlon system, the reporting system, the structure, the decision makmg prodess, the

; effectivenéss of the top team the, relatlonshlps between levels the way goals are|| set, or

.somethmg else 7- Oy - |

_ Thc Sccond partis con51dered 1f the fi rst part decldes to have the change Then we
_ needtoknow o o G L ||

. - : |
" After consrdermg the chan ge related 1o both organizational changc and change process

_ one- -<an look at the orgamzatrbn system and sub-systems to determme the rclated are\as toa
partlcuiar croblem B V4 . S C ]
.. T : . ' ' : '. i
: Tl appropriate system may be the hlerarchy, or may be systems inside and outsldc of '
_ the formal structure, A conscious identification of the parts ofa total system which primarily
affect or are affected by a partlcular change helps to clarify- drrcctrons for early mtcrvedtlons
‘ |
|

if) _Identlfymg'the"Consult_ants, Resources and’ Motivators R .

| ‘.

, | |
In order to make the change process a success, it is necessary to 1dent1fy an expert;

who can design and advocate the ‘change to have new ¢énvironment, i.e., the enmronhncnt
likely to emerge ‘afier the change process is completed. The expert may be appomted as
consultant. The consultant takes care of change process at the same time nwolves mn- convnncmg
and motwatmg the emponees to accept for change S I

- m)Determmmg me Change Strategy | ' S R L |

Once change goaIs are determu 4, (and defined), it is important to look at 1ntermed1ate :
'objectlves An mtermedlatc change goals prowde a target and a measurmg point en route|to a
: larger chan ge objectives. - T . R o . |




Onelofﬂle,diag'nosﬁc concerns of the sabsystems are,

* ‘Readiness of each system to be influenced by the cdnsiyltant
*  Accessibility of each of the subsystems to the consultant
o Linkagés 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 rieed to be implemented by the top management and the consultant to make the
change process a success. In this context it may be worthwhile to study the ten commandments
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 mtroduced (This will create an
interest in them to know about the change)

(2) Make the employees realise the direct and indirect benefits of change-to them and ‘
them only. (It will motivate them to accept the change).

(3) Inform them oflhe proposed change but do not implement immediately. (it will
make them analyse the merits and demerlts of the change).

(4 cxplam the difference between the exmtmg system and the proposed system. (It
will give their acceptance of the change).

(5) Inform themthat they are going to do the same job which they were doing so far,
but on a better and easier way. (It will make them invite the change). - '

(6) Ask for their comments and suggestions forthe betterment of the change: (Tt will
make them think deeply about the change).

(7)  Inform them that they will be given sufficient trammg, 1fnepes;ary at Lompany $
cost. (This will make them happy)

_(8) If there 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. (i1 will lead to the implementation of the change successfully and also will

result in better management - employees relationshipj.

These ten commandments will help in prcparing the stratégies and plans for the change
in any organjsation including the libraries. :
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16.6/'4;%£ANNING FORCHANGE |

! Planning for ehange involves variots drmensnons to the managers of an orgamsatlon
<This sect:on chscusses the six- step model of Peter Drucker.

\E.

lﬁﬁ&DruckersSIX-Step Model EET S

i

Planmng for change mvo!ves actions based on a carefully thought out Qrocess that
+ anticipates future difficulties, threats and opportunities. Peter F. Dricker proposed a model
havmg 8ix stcps whlch enables plann‘mg for the change

: : A

(1) Perceiving : "(2)-Diagnosing . | (3} Presenting a-
an opportunity ————>| the situation and —"‘"‘% Proposal|and
or a problem. o generating ideas | ~<'jadopting the change
|
(6) Monitoring {5) Implementing @ P]annli[:g to
S and‘_ ' &— 1 - the : & : OVerco
Evaluation . change - _ -resistarrce

Figure: Drucker’s Six-step Model of Pfanning for Change. | ‘ _

Step-1: ¥ _‘-.ree'i;ving an opportunity or a problem S | ‘

Munagement should obtain a report of pertormance of different ae'tl\htles of the
organisation/sections every month. There can be some operations going beyond expectations

and some behind the expectations, which may need change to make it more efficient and -

economical. The activities/technigues that work well should be adopted into the system. The’
first step thercfore is to locate and per ceive lhe problem f

smp-z: Diagnasing the s-ituation and gencrating ideas S ‘

_ Once the.problem is perceived, next slep is to diagnose situation, examme the reasens
for the problem and decide upon the a!ternatlves and. lookmﬂr out for new ideas that support
_ problem soiutlon

Step-S: Presentingaproposai anrl-adopting the change S o ‘

The 'ideas thought of should be plocessed into a formal plan/proposai of action. The

plans should be realistic and should convince the management and the people who are gemng _

effected with the change N _ o _ . : ‘ .

I
S0
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Step-4: Planning to m’ercome réSis'tan'ce' '

Resistance for change has been dealt in Section 16.4.The management needs:to prepare -
plans to overcome the resistance. T he planmng should involve the top management and other’
decision makers. Prior to planning, the forces of resastance should be Identifed ‘and the'
TBASCIS for resistance may be exammed : '

Step -S: Implementmg the change )

When we put the change into 0perat1on it should not happen in-its entlrety af bnce
Instead the change should be thought of in phases of 1mplemer1_tat10n. The change should be
- impleménted in any unit/section on experimental basis till its success is assured. The staff
should be convinced of its obvious advantages /‘merits so that resistance will be minimized.

Step-6: Monitoi‘ing and Evaluatidn ' o
However successtul is the plan the entire. plan for change w1II collapse tfthere is no-
~ constant monitoring and evaluating system built into 1’£ : - S

Every phase of mp]ementatlon shouid be properlty monitored. Mechamsm should be
developed to correct the discrepancies: arising at any stage of implementation. Continuous
feedback from the actual users and operatmg statTof the system Wlll heip to sustain the planned
change

16.7 LET US SUM UP

Change is essence of growth, it aibo opens ncw avéntes of grewth fna coinpetitive
matket situatton. every organisation needs to accn,pt the change. Several times the change is
inevitable for survival. The change is essential in the control of new technology, changing
demands, attitudes and objectives. These factors mdke the organisations, especially LICs to
accept the change especially to provide efficient services. We can observe how the change is
taking piaee in-any library due to use ofm Forrnat1011 teehro[ogy

We can- observe the information paekaging and repackaging, and access to the
information has improved very well. The avaitability of information had become easy due to
net)zvorking There is a revolutionary change in information storage. Al these had brought
~ direct influence on the libraries and their staff. Initially, there was resistance for introduction
of IT in libraries and the staff had agreed for change as they were convmced -

In this unit we have also seen the change process and also re51stmg forces However
-there is a-need for s‘trategles and plans for successful implementation. -
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16.10 MODEL EXAMINATION QUESTIONS
T ESSAY QUESTIONS' |

1) - - What do you-understand by the phrase ‘Management by Change ? Brleﬂy
descnbe its lmplicatlons to LICs.

2) . Whatis the impact of technologlcal advances on orgamsatlons like hbrary/ =
o mformatlon centres ?

ey

3)  Listout various factors dfiving and r’esisiting forces in mana'g_i_ng the change. -
4y -Brleﬂy describe various strategles in change plannmg
3y Critically examme the Peter Drucker ] Slx- Step Model of plannm g for changc.’ |

I - SHORT NOTES
a) 'Driving forces of change .~
b) Adaptation to'change'_ E

- ¢) . Tencommandments of change °
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