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PREFACE

The business world has learned that the traditional method of planning is
insufficient in our ever-changing and turbulent society. To ensure growth
and viability while coping with increasing risk and uncertainty, companies
and organizations have been steadily adopting the management techniques
of strategic planning. There is nothing new about having to cope with
changing circumstances; in fact, this has always been one of the primary
responsibilities of library managers. What is different today is the pace at
which this change is taking place, the number of directions in which it is
occurring, and the increase in its magnitude. An environment is being
created which is beset by instability and great uncertainty, one in which
libraries need to adopt more flexible strategies in order to survive and
thrive.

The theme of strategic thinking and planning has never been more
topical than in today’s uncertain environment. When recent issues of
Business Week and the New York Times suggest that strategic planners are
in great demand, it is certain evidence that strategic thinking is becoming a
necessary management function.

Yet the deliberate practice of strategic planning in libraries is regret-
tably slow in being adopted and rudimentary, despite its wide recognition in
the corporate world. Until now, there have been no books devoted exclu-
sively to strategic planning in libraries and fewer than five journal articles
written on strategic planning as it pertains to library management. As a
result of this void in the library literature, I found myself turning to business
and management sources for theoretical and practical applications of stra-
tegic planning.

There is hardly a library administrator who would deny the virtues of
planning. However, if administrators are to become more than crisis-
oriented, they will need to engage in more strategic thinking and planning.
The strategic plan itself is not a panacea or a guarantee for success. Some
library managers do not want to be committed to a plan because, if there are
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no written objectives for the library, one can never fail and, if there is no
direction, one can never be lost.

Before devising and implementing a strategic plan, library managers
must understand the nature of strategic planning and its implications. One
of the purposes of this book is to provide general and procedural informa-
tion on how to go about adopting strategic planning into the library manage-
ment construct. The book is designed to be used by library directors,
associate and assistant directors, department heads, students, and others
interested in library management. It should raise the awareness level of
librarians to *‘think and plan strategically.™

This book offers a helping hand to managers, so they may better
understand and assess where their libraries currently are, where they are
going, and what the best ways are to get them to where they want to go. It is
a succinct state-of-the-art document on strategic planning, including a
descriptive narration of the interrelationships of the various components of
a strategic plan and a ‘‘how to do it"’ prescriptive approach for effective
implementation. The book provides an introduction to strategic planning;
discusses organizing for planning; differentiates among mission, goals, and
objectives; underlines the importance of strategy formulation; describes
alternatives and contingencies; denotes the roles of policy and resource
allocation; rationalizes the involvement of management information sys-
tems, the Planning Programming Budgeting System, and the general sys-
tems approach; stresses the significance of implementation of the planning
process; focuses on planning evaluation and control; and provides conclud-
ing observations. In addition to the references given at the end of each
chapter, a bibliography of selected resources is provided for the library
manager seeking further information on strategic planning.
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SETTING THE STAGE

@®®Where thereis no vision, the people perish. 9®
—Proverbs, 29:18

HEEEEWHAT IS STRATEGIC PLANNING? IEEH

Writers have offered the following definitions of strategic planning:

Strategic planning is the process of deciding on objectives of the
organization, on changes in these objectives, on the resources used to
attain these objectives, and on the policies that are to govern the
acquisition, use, and disposition of these resources. '

A continuous process of making present entrepreneurial (risk-taking)
decisions systematically and with the greatest knowledge of their
futurity; organizing systematically the efforts needed to carry out
these decisions; and measuring the results of these decisions against
the expectations through organized feedback.?

Strategic planning deals primarily with the contrivance of organiza-
tional effort directed to the development of organizational purpose,
direction, and future generations of products and services, and the
design of implementation policies by which the goals and objectives
of the organization can be accomplished.3
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For the purpose of this book, a library’s strategic planning process
encompasses its mission statement, goals, objectives, strategies, alterna-
tives and contingencies, policies, and resource allocations, and their im-
plementation and evaluation. Particular emphasis is placed on the interrela-
tionship of these components and on the formulation and implementation of
strategies. Special attention is also given to the control and evaluation
mechanisms necessary to ensure effectiveness in the strategic planning
process. One purpose of strategic planning is to determine future areas of
activity and decide future courses of action that will result in a high degree
of achievement of the library’s goals and objectives. In addition, this
process provides a set of strategies and policies that contribute a framework
for planning and decision making throughout the library. Simply put, the
strategic plan gives the goals and objectives of the library and the means by
which the library intends to reach them.

While defining strategic planning, it is appropriate to define *'strate-
gy.”” It is derived from ‘‘strategos’’—meaning a general.* In military
usage, ‘‘strategy’’ has been long associated with generalship (i.e., de-
termining basic plans of action regarding matters considered to be of
critical, even decisive, importance). Regardless of the military overtones,
the word *‘strategic’’ conveys the kind of planning most needed by today's
libraries.

Planning is one of the most important and difficult tasks of modern
management. In the early part of this century, organizations were able to
enjoy a certain degree of control over their environment. Conditions today,
however, are dynamic rather than static. Moreover, Emery notes, they are
changing at an even faster rate due to the influence of such factors as
economic depression and modern technology. And these changes often
occur in a sudden and unpredictable manner similar to turbulence in the
atmosphere.’> Thus, what has emerged to deal with these changes is a
““strategic’’ approach to thinking and planning for the future of rapidly
changing organizations.

Strategic planning is not happenstance. It is a complex process requir-
ing much preparation and organization. Strategic planning does not estab-
lish a procedure for libraries to eliminate risk; rather, it is a means of
recognizing risk and a method for taking advantage of the rewards it might
offer. It is more of an art than a science; it is concerned with power and
politics. Therefore, it would be folly to expect that a single strategic plan
could be developed and implemented for all types of libraries. A small
special library will not have a strategic plan identical to the one for a large
public library. The organization for strategic planning has to be compatible
with and support the goals and objectives of the library. Flexibility has to be
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built into the strategic planning process in order to accommodate the rapidly
changing library environment. The time frame for an effective strategic
planning system will normally run from three to five years.

Strategic planning is not a ‘‘bottom-up’’ planning process that the
library director can delegate to a committee. Since the director is responsi-
ble for providing leadership and creating the grand design (including the
formulation and execution of strategies) for the library, strategic planning is
essentially a ‘“top-down’’ process. It is a people-interactive process; thus, it
is important to keep the entire library staff apprised of the strategic planning
activities.

One should not perceive strategic planning as an effort to create a *‘set
in concrete’” plan for the library. Rather, it is a process which is continu-
ously being updated and, in any case, it is not a means for replacing
managerial intuition and judgment.

Strategic planning does not focus primarily on daily operational and
budgetary issues. It does deal with broad intentions of the library, it serves
as a planning process which analyzes future threats and opportunities, and it
offers alternative courses of action for the library’s consideration.® Stra-
tegic planning differs from traditional approaches to planning in that, for
example, the choice of alternative courses of action for an organization is
made only after consideration of strategic decision situations.

EER WHY STRATEGIC PLANNING’ S

One of the attributes of the strategic planning process is that it is
future-oriented. It encourages simulation of the future; one can project the
future on paper and redo it if the results are not desirable. It is important for
library managers to determine what they want their libraries to be, say, in
five years, then work back in time to determine the strategies they need to
reach that goal.

Although modern organizations operate in a dynamic environment,
many are dominated by an inherent conservatism. John D. Rockefeller, I,
describes the conservatism of organizations in this way:

An organization is a system, with a logic of its own, and all the weight
of tradition and inertia. The deck is stacked in favor of the tried and
proven way of doing things and against the taking of risks and striking
out in new directions.”

Because it looks at organizations in such a systematic manner, strate-
gic planning is most appropriate for use by these conservative organiza-
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tions. Decisions are made only after thoughtful analysis with all parts of an
organization viewed individually and collectively as they interrelate. The
process minimizes emotion, guesswork, and intuition and provides a work-
able solution somewhere between compromise and creativity.

In for-profit organizations, paramount attention must be paid to the
“*seeds of success and failure.’” Strategic change must be controlled and
directional; bottom lines receive special emphasis. While some tactical
mistakes will be tolerated, the master strategy must always be on target.
Some years ago, General Robert E. Wood of Sears, Roebuck and Co.
observed that ‘‘business is like war in one respect, if its grand strategy is
correct, any number of tactical errors can be made and yet the enterprise
proves successful.”® Both for-profit and non-profit organizations must
have their strategies conceptually well-written and understood, and they
must relate directly to overall organizational goals.

The importance of strategic planning in the business world is il-
lustrated by a 1977 survey conducted with chief executive officers of the
500 largest for-profit firms in the United States. One question asked the
respondents what their most important responsibility as a chief executive
officer was. Planning/strategy ranked first in all companies above manage-
ment selection/development, capital allocation/profits, policy decisions,
and maintaining morale, in that order.’

Before getting involved in the strategic planning process, top mana-
gers must know what they want from the planning system. Steiner has listed
some possible objectives of formal strategic planning. They are not mutu-
ally exclusive; some are subsets of others or interrelated. They are not
arranged in any order of importance. His 20 suggested objectives are to:

Change direction of the company.

Accelerate growth and improve profitability.

Weed out poor performers among divisions.

Flush up strategic issues for top management consideration.

Concentrate resources on important things. Guide divisions and

research personnel in developing new products. Allocate assets to

areas of best potential.

6. Develop better information for top managers to make better
decisions.

7. Develop a frame of reference for budgets and short-range operat-
ing plans.

8. Develop situation analyses of opportunities and threats to provide

better awareness of company’s potential in light of its strengths

and weaknesses.

YNk W —
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Develop better internal coordination of activities.

Develop better communications.

Gain control of operations.

Develop a sense of security among managers coming from a
better understanding of changing environment and company’s
ability to adapt to it.

Stretch the mind.

Train managers.

Provide a road map to show where the company is going and how
to get there.

Set more realistic, demanding yet attainable objectives.

Review and audit present activities so as to make proper adjust-
ments and modifications in light of changing environment and
company’s aims.

Provide awareness of changing environment in order to better
adapt to it.

Pick up the pace of a *‘tired”” company.

Because others are doing it."°

Based on Carlson’s excellent description and justification of strategic
planning,'' the following continuum reveals the benefits realized by mov-
ing from traditional planning to strategic planning.

FROM TO

Random planning Systematic planning

Reactive decision making Proactive decision making

Incremental evaluation Synoptic evaluation

Goal-setting based on operational Goal-setting based on the
needs organization’s mission

Isolated decision making Team decision making

Decision making based on Decision making based on objective
subjective evaluations evaluations as a result of gather-

ing data
Guessing results Evaluating all possible outcomes




6 STRATEGIC PLANNING FOR LIBRARY MANAGERS

MLIBRARY MANAGEMENT-RELATED ISSUESH
IR AND TRENDS I,

The current period in the history of library management is a com-
plicated one. More than ever before, major external forces are compound-
ing management practices. Shifting of priorities and restructuring of inter-
nal programs have brought forth a new era in library planning.

As a consequence of improved services, users have yet greater expec-
tations of their local libraries. They are demanding expansion of existing
services, creation of new services, extension of library hours, and enlarge-
ment of collections. Better bibliographic access to collections has enabled
users to know which libraries hold particular books and journals, and
consequently, the users place heavy pressure on local library staff to get
materials from other libraries in a shorter turnaround time.

Adequate space to house new services and growing collections is an
ongoing challenge for library planners. Unlike the 1960s, there are limited
funds to construct new facilities; alternatives and strategies for accom-
modating space needs have to be developed and assessed. Remote storage
and compact shelving are popular alternatives for easing cramped quarters.
Reconfigurations of existing space may save funds and provide a **band-
aid’” solution to the heavy demand in some libraries for more user stations.
The growing population has depleted the availability of study carrels and
tables in libraries. Frequent complaints are even heard about the lack of
parking space adjacent to the local public library.

Technological adaptation could best be described as having a positive
impact on library procedures and processes. However, the state of the art of
some library technology has evolved at a snail's pace. This exceedingly
slow development of particular technological applications (e.g., a work-
able acquisitions subsystem) has played havoc with planning for a totally
automated, integrated library system. Moreover, library managers must try
to reconcile all the glittering technology available with the economic
realities of library budgets. The following questions deserve answers from
library managers who strategically plan on incorporating the role of tech-
nology into their library’s future:

¢ When should a library use a home-grown computing system in lieu
of purchasing a tumkey system?

® How important is it to have all catalog records in machine-readable
format?

® What role will computer reference service play in the technology
program?
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® Who will train the library staff to use the new technology?
® Will advanced technologies eventually drive the traditional library
out of existence?

Austerity and retrenchment are common watchwords throughout the
library world. High inflation rates occurring concurrently with reduced
annual library budgets have created a double-whammy effect. Competition
for funds has intensified within the past few years as city managers, college
presidents, corporation leaders, and other budget decision makers take a
closer look at library expenditures. Many of them perceive the library as a
‘‘bottomless pit’’ agency/department because, each year, the amount of
funds requested by the library grows larger and larger. Planning which
library programs to deemphasize and on which existing strengths to build
on are key points to consider prior to the redeployment of already scarce
resources.

Preventative maintenance of library materials and full-scale conserva-
tion measures are being factored into today’s library goals and objectives.
New funds for conservation of materials will not be easy to justify. At-
tempts to explain to city officials and state legislators why funds are needed
to deacidify materials may fall on deaf ears. It is difficult for budgeteers to
comprehend why new funds are needed to preserve materials; they under-
stand requests for new books, but preservation is a phenomenon not yet
fully understood.

Changes in staffing patterns and reductions in the work force have
created perplexing challenges for library managers. Reductions in precious
human resources have left some libraries debilitated. Counteracting a
large-scale staff reduction calls for the wisdom of a Solomon and the
cunning of a Machiavelli. Effective use of staff during difficult financial
times sets forth a rethinking process in personnel planning. A renewed
emphasis should be placed on productivity and the quality of the work
environment, with the inclusion of strategies for coping with areas often
overlooked (e.g., stress and burnout).

Retraining of staff members should be a high priority in any library
environment. Continuing education opportunities have to be provided to
keep staff members apprised of new developments in their respective
specialties. If a new, qualified staff member cannot be employed to oversee
implementation of a novel service, then some provision has to be made to
train existing staff. Well-designed and well-funded continuing education
and staff development programs must be an integral part of a library’s
planning endeavor.
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BWHAT GOOD IS STRATEGIC PLANNING TOB
I [ |BRARIES? I

Libraries are highly complex organizations which are being pressured
by societal demands to do progressively more with progressively less. The
time has gone when library managers could meet each new day by *‘plan-
ning’’ on the spur of the moment; today, this ‘*‘Mickey Finn’" approach to
management of libraries would be devastating to their well-being, growth,
and vitality. An uncertain and muddled environment has intensified the
need to plan for the future. Although some library managers may prefer to
take an ostrichlike approach to coming change and do what has always been
done, it is no longer possible to count on our tradition to maintain
momentum in the growth and development of libraries.

In his 198 1-82 library annual report, De Gennaro states:

We have come to an end of an era. Change has overtaken and replaced
growth as the dominant driving force in . . . libraries. Librarians, as
well as those who use and fund libraries, must come to terms with this
new reality. It should be clear to all by now that libraries can no longer
afford to do what they tried to do in the past. . . . The forces that have
been transforming the library during the last decade are intensifying
and accelerating. We will have to move quickly and decisively to take
advantage of the opportunities such a climate of change offers. The
library can either ride this wave of change or be overwhelmed by it. 1
believe we can and should ride it.!?

There is no better time than now for a change in the library manager’s
mentality. It is an ideal time to begin developing a strategic philosophy to
facilitate the library’s relationship with its current environment and to
provide a better sense of direction and commitment to the library"s future.

Davis describes the importance of strategic thinking this way:

In the placid world of traditional librarianship, strategic thinking was
an unnecessary and indeed alien idea connoting conniving in its worst
extreme. The library was meant to be carried wherever the satisfaction
of the user needs took it. In the turbulent, resource scarce environment
of contemporary librarianship, strategic planning becomes indispens-
able. However, most librarians are simply not practiced in strategic
thinking, which requires a shift in mind set. A mind which is used to
thinking forward from action to consequences, must begin to focus on
““backward analysis’’ from desirable future outcomes to immediate
requirements. Capability to think strategically needs to be developed
in most managers; unfortunately, it seldom is.!?
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TR FEAR OF PLANNING IS

Since planning involves change, it is sometimes feared because it may
mean a disturbance in the status quo, a threat to job security, or a modifica-
tion in the established way of doing things. Strategic planning is not a
panacea for a library’s problems, and ‘‘bullet biting”" and **hard choices’’
may accompany the process. Administrators who propose change may face
resentment—may even run the risk of losing prestige. Perhaps the lack of a
plan may satisfy some library managers who do not want to risk taking
action and possibly making a mistake.

Reinharth et al. believe that the following are typical planning-related
fears:

It is hard to plan (and I might not do a good job).

[t puts constraints on my actions (if it's not in the plan, [ can'tdo it).
It forces me to make decisions (and that makes me vulnerable).
Making a plan provides a yardstick for critique and evaluation (and
I might not measure up).

Planning brings direction and organization out of chaos (and re-
moves a very good excuse).

® Planning brings its own chaos and disruption (when managers resist
or choose not to follow the plan)."

It is the library director’s responsibility to set the stage for the strategic
planning process. A positive approach cannot be overemphasized; the
immediate benefits and long-range value of planning need to be advocated.
For example, the library will gain much knowledge about its strengths,
weaknesses, threats, and opportunities during the analysis phase. To ensure
that the final planning document is accepted by the staff, it is judicious to
keep them informed throughout the different stages of the planning process.

B TRANSFORMATIONAL LEADERSHIP I

Due to today’s internal and external environmental factors, the top-
level administrators of libraries are required to be change agents. Even
though this book frequently uses the terms ‘‘managers’ and ‘‘manage-
ment”’ while discussing strategic planning, it should be understood that the
book is geared toward library leaders. As a matter of fact, strategic planning
cannot effectively exist in any library setting without strong, creative



