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AB5STRACT

To identify the essential core of statistical data
needed to plan improvements in library and information services in
the United States, one must examine some receat trends in public
administ.ation methods .ard their pctential applicability to the
library field. Public administrators increasingly regard planning as
a cycle: perception of needs, formulation and comparison of options,
transmission of findings to decision makers, and evaluation. In the
Uni.ed States, the local autonoay cf libraries has inhibited
coordinated planning. However, a formal national focus for planning
has been created in the Nairional Commission on Libraries and
Information Science (NCLIS). In the absence of adequate statistics,
NCLIS has relied on expressions cf ne from the field. Proposals and
projects are not as likeiy to secure support on this basis 7s they
would whern targeted to well-defined activity loads/needs,
cost-effectiveness data, and evaluation plans. To be relevant to
these uses, data must meet the standards of timeliness, appropriate
coverage, credibility, <nd clarity. Shortfalls in these respects can
be avoided by careiul articulation cf data needed and by the
standardizatior ot formats. Basic library resource ard performance
data should be systematically available soon. (Author/SL)
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This paper considers what critical sratistics are needed by those concerned
nationally with the development and improvement of library and related infor-

mation services in the U.S. The starting point in such planning, in my view,

must be the c irrent condition and trends in information services and the new
cencepts and proposals under consideration and just emerging. To identify the
essential core of statistical data and services needed, we examine some recent
and emerging trends in quantitative methods in public administration and their
potential applicability to likrary programs and other information tecrvices. The
present stage of availabllity and use of statistics abeut libraries and for
libraries are described in part incidental to presenting mv personal views of
some priority needs for early developments in library statistics and related
areas in the United States. These possibilities, and the program issues to
which they relate, are unique to the United States, but the concepts and approach
sugpested herein may be useful in scome degree in each of your countries.

"Planning" is a ubiquitous concept, whosc meaning we think of as common scnse:

somcthing like forethought to provide fo:r future needs, a fun~tion of personal
prudence, often intuitive. But planning for an instituticn, over a range of

IThis paper is an Judependent profession -l analvsis of the writer; the views
expreosed here do net neces arilv reprosent solicy e oprepras plans of the

t
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contingencier becomes complex, requiring sensitivity to varied interests and
values, and tends to be made more overt and visible. And planning for a nation's
long-term development of its information services calls for some formalization
of the planning activity wusually involving a division of labor and an extension
of the activity in time. One reason is to bring to bear specialized expertise;
another is to involve (or give opportunity for participatior by, varied interests
and thereby to build confidence in the acceptability of planning results.
Increasing}y, public administrators in the U.S. regard planning as a continuing
activity, paralleling and monitoring operations. The planning aspect of manage-
ment may be formulated as involving discrete steps, before action, of:

. perceiving a necd or an opportunity

. generating ideas for addressing the need/opportunity

. comparing the options (suggested approaches)

. transmitting findings to decision-makers (and excha-ne of
information among thems).

This lalter step is obvicus for mzagouent decisions by a Board of Directé;s,
or by a legislature, but it also applies xn large hicrarchical organizations
in which more than cne person participates in decisions. 1n this mode of manage-
ment deci:jon-: aking, these plunning stepe are followed by decision and action
te dnplenent a sclestoed option. Thereaf ter, results are observed in forms
appropriate for

. evaluaticn
conpleting a first cycle of plunniug, ond leading to a new cycle as the evalua-
tion way sugrest further needs or oppertuniti.  for change or for néw initiatives.

Planning for natronal inforo stion cervices in the ULS. §n considered In the

firet cootion. v ctatictical nueds irelied he eelf-con-etone reanongibl.

plannine, 2od Che technical renonrces pplicable to them, Gre o -plored i the
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0llowing section. Problens in a, plying available statistical support to
planning are then recognized., Critical questions of how much statistics are

required, when, and how the nceded data may be provided, are examined for the
-y

United States, und some possibilities for doing such analysis in other settings

are noted.

L4
Some Flements in Current Planning for Library and Information Services in the

United States

In the United States, libraries developed from local initiative and began
on a self-help basis, usually to serve a single community or am individual organi-
zation. Tp§§ genesis reflects our national emphasis on decentralized autherity
and responsibility. Avtonomy has inhibited coordination among independent

entities. The consequent small scale nf operation means most libraries have

very modest resources of books, staff, and means to access the knowledge beyond

those of its staff and materials.

Many specialized dinformation requirements have not been addressed by libraries.
Particular needs have justificd evolution of new somewhat similar activities,
Including Iuformation Centers (such as the Educatinnal Research Information
Center [ERIC] mauaged by the National Institute for Education), and Data Banks
from whicn statistical informatinn in a particular field or flelds may be ohtainced.
To illunstrate apein from the field of cducation, The Nationai Cinter for Education
Statistics has v ide available a substantial computerized data base of curvent
education stati.tics on-line, available throvgh remote terminals, called LDSTAT,
and 1s adding data files to TDRSTAT rapldly. Manv of these new services use

advanced tectoolapy heavily:  compaters, telerornanications, microforms.

¢

Pespite the new Special Labraries and Inforration Conters and Data Ranl:, rany

obaorvers judsae that cver tire v are ful3iny furtles honind in effoctive aoeeoe fo
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the burgeoning body ¢f knowledse. Many national interests contihue to

plan, from their own standpoints, for ways in which they may constructively
contribute ty the aeeds as they see them. In addition, however, a formal
national focus for planning has been created in the National Commissicn on
Libraries and Inforsation Scionce (NCLIS), which Dr. Burkhart, its Chairman,
has described to ITLA. I will relate these remarks on statistics for national-

' for concrete

level planning to the Commission's second draft "National Program,’
illustrations, recognizing that other plans for specific national activities
also have statistical implications.

The Comﬁission‘s statcd objective is '"to develop a National Program that
offers the most information segvice tc the greatest puul,er of people." It
further states a guiding ideal: "To eventually provide any individual in the
U.S. with equal opportunity of access to that part of the total information
resource which will satisfy his educational, working, cultural, and leisure-
time needs and latecests, regardless of the individual's location, social or
physical condition, or level of intellectual achieveme:t." Eight Program
Objectives have been delineated which address‘the improvement of human and other
resources supportive of high quality information services and look toward
voluntary iuntcrconnecction of vxisting facilities and existing networks #nto a
nationwid» network.

In teris of the planning elerents cuggested earlier, the Commission has
articulated ite pecception of certain needs, and pre=ented them for pablic G6is-
cussion in genera , non-quantitative terus. Specific actionable suggestions
are yet te be elaborated; riy own bias is to hope that NCLIS and the professional

cormmunity will) seek to describe alternatives *o dmplement cach objective. In

~

any event, npecifie propo.ale will be eritically assessed in tervms of expected

consequence ~, {averable and unfavorable (in the Taupuape of manapement scieptists,
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a "benefit-costs analysis"). And the on-going evaluative or monitoring system
hnd .

which will be desircd might well be considered soon, as well: how should it

differ from the evaluations we have now of our highly decentralized information

activities?

Stutistics for Plan~ing

The first step in planning is assessment of needs/oppertunities for library
and anformation service programs. A gap is asserted with most confidence if it
results fron a quantitative comparison of needs to services currently or pros-
pectively offered, or perhaps frcm a direct measurement of unmet neceds, by
appropriate stcatistical surveys and reporting systems. In the absence of ade-
quate statistics, NCL1S has reliced largely on expressicas or nced at hearings
held throughout the country and informed judgments by professionals for a finding
that there exict large unmet needs for access to knowledge. The ummission
states that it "is kecenly aware that much more must be done systematically to
understand the informaticn needs of various special constituencies -- such as
the economically disadvantaged, the uneducated, and the handicapped. We
need to know who they are, where they are, what they need, how fast they need
it, and the value - to thewm and teo society - of increasing their access to
information and knowledge..." To understand the unmet needs in rerspective,
service derands should be measured and corpared with current services and service
capacitics. Indeed the lack ef such measurcs, not only by groups of uscrs and
types of use, but by levels/kinds of information services, probably shas delayed
NCL1S presentation of nmore specific program objectives.

Sone genctal dirtections of dovelopnent —- such as the natienal network

proposal -- may be capable of lopical support without neoch specifc quantitative

measurcment of the market for additional services. But definitive action

.‘L‘
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proposals are not likely to secure support on the basis of general scatements
of need; they tend to be mcre convincing when targeted to well-defined and
confirmed activity loads/needs. This step of offering alternative
projects tvpically involves synthesizing cost estimates for each candidate
process or approach to scrving the needs. So we need, from practical experience
with sinilar activities, time and costs factors for elemental processes in crder
to design possible new technical activities or processes. Other research data
necded include learning curve parameters, and ecoromy-of-scale characteristics,
so that marginal costs as well as average costs may be ccrsidered. Tnitially,
generating new ideas for servic;s is a function of the imagination of the pro-
fessional librarian and/or that of the specialist user. Statistics enter cJhis
step primarily to test the gross feasibility of the idea.

The comparison of options is the crucial step, involving at its best highly
sophisticated value and effcctiveness and costs concepts and measures. Tor

illustration, let us consider comparing different means for meeting new skill

)

requirce-ents for our libravies. The Cormission's fourth program objective:
"Develos and continually educate the human resources required to implement a

Nation:! Pregram’ might be detailed (using information from sources such as

T

the recent Library Yanpewer Study and North Arerjean Library fducation, bircetory

and Statistice, 1971-73) to include, for example, sorething like: Produce an

average of 580 Mcdia Specialists qualificd with the MLS and a rajor in instruc-
tional technoloy, per year over the period 1978-1965. Hypotheticaily, means of

J

attaininz Jhis poal might be postutrated:  Expanc, or shift ~mphasi- in, ten
existing graduate schools of Library Science; Provics fellowships for fully

qualificd (LS) librarians interested an daoing 0 to take a special curriculun

in inotiuctional technolopgy for one sewester (full t@: o)y PVrovide courses in
&
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instructional tichnolopy on an external degree basis so that employed librarians

could, while working, gradually acquire tne additional specialist training. The

three alternatives would have different cosls to the student, and tc society;

they would hove differvnt impacts on the educationai system; they would also

have somewhat different products (and the comparison of effectiveness nf the

gradvates is difficult to predict, vnl.ss some prototypes have previouasly

existed); and they would differ in the effects on the size of the total supply

of professionals for library jobs. So far as feasible, these comparisons should

be guided by real data on costs and on various dimensions of effectiveness,

recognizing that benefit-cests or costs—effectiveness analysis usually require

some ad hoc speciel study efforts.

Once conscnsus has been reached, th- implementation of a program should be

accompanied by fully developed arrangements for its monitoring and evaluatiot.

This may mean a contl.sing statisticel “quality control” tvpe of process,

recuriing reporting and analysis, or intermittent analytic studies. Upon

decision to proceed with a national network (one cof the CommissiOf's key pro-

.

gram objectives), for exarmple, it will be important to monitor the pace of its

jmplerentation (to help avoid falling short of piojections and incurring di

fnitial discconemies)s gpopging information sipnificant to the nation as a vhole vil

include the ertent of utilization bv nartici

ratios such as rates of {ailure to meet specified performance and productivity

and cost levels, and trends in morket potiatizls and in service nperations.

Follow-up studies, Lo Assde
13 »

in service, for craaple,
pationai planring, thourh they are both expensive and technrcally difficult to

design anl Jondut, Evaluastive statictics, as

adjustients, o1 will proviie reassur nce thit the activity 15 functionany efleo-
b P I

tively in relstfon te a crntinuing penmine noed,

)

iscourasing

~ante of different categories, operating

- . the lorgcr-term effcets of trainang, and of {pnoviticns

are valuable f{arther asscssmenl approaches contributing to

as they emerpe, will cup,est Aot Tial
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This brief sample of statistical needs associateé with planning for infor-

mation services is suggestive rather than prescriptive. Data to be reievant

to these uses rust meet stzndards of timeliness, appropriate coverage,

pertimence to the decisions, credibility, and clarity and utility. Shortfalls

»

in thesd respects too often frustrate the executives' planning and efforts to
/‘/} '
use available statistics for current decisions. Ssuch shortfalls deserve

attention in the interest of facilitating a high calibre of planning at the
€

national level, and a high 1evel of confidence by the public and the legié- -

latcrs in the viability of specific proposals set forth. ‘mong the steps whiich
1 jdentify in order to avoid failures to access statistics for planning as

needed, arc:

. 1 standards, including cormen

statistical techniques and

-
[+
-
i
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nlication of pr059531onal s ca
1 s pasures and valid ctandardcizea

. participation by plarners and decision-makers in articulating the kinds

of data neceded;

nhard decision-making by NCL1S, the profession, the Federal agencies,
concerning what gelontive ctatistics about libraries are to be collected
and vhat special studics are needed, and allccation of the necessary
resources to do weil the data collections and studies which are under—
taken;

thoushtful attention by libraries and librarians to treir own needs

for local manicem.nl purpeios Jor sclective quantitative dat.y, aad tc

i

the uscfulness on the larger ccale, for the goneral benei it, of key

. data,
{ncreased analysis using atatistics abomt 1ipraries and other demographic,

econriiic, and knasledne ctatictics to address Sy slions of how litraries
e

can hetter share Yusources at jntercimng

expressed pevs wavely by the Naticral Lortission.

e arrvices touard the foals

Patentiole for Dibrary Statistace tor the Sexenties .

Azl Corrisoion propesals will coentinue O

in the expectatinn that toe it

I command cubatantial attent oon and Aohate, I enbrmit that hard dnta atons liues

ERIC ;

Aruitoxt provided by Eic:




ERIC

Aruitoxt provided by Eic:

-G~

indicated herein will be necessary to respensible deliberation and decision
on the cpprepriate pace of development. Data applicable to these judgments
include muc! information about the population, generally available through

the Census Bureau; data about the knowledge irdustries (R&D data, book

P

publishing Jdota, infoiration on articles and ronographs---), which is not
availoble ¢n a cemprencroive standardized basis; statistics and other quantitatine
knowledge abonut libraries and infermation centers, ard abouvt manpower and

othcr technical resources applicable to this field.

2

Bacic library rescurce and performance Jata will be published over the
¥
next two vears from surveys conducted or supperted by the National Center
*

for Education Statistics., Ac the Library Gencral Information Surveys (LIDGIS)
system (described te IFLA at the 1973 meeting in Grenoble, and updated in a
report te the pre-coniervnce rweeting of the Statistics and Standards Conmitte:
a few davs aro) is implencnted, such basic data about libraries ,'11 Le syster~
aricallv available,

.

Iurther, two standerds-setting efforts are under way. sponscred by

-
-
o

07

5L

National Center. The Library Stotigtics Onoerations Handbook is being preparcd

o~
by the ALA Statisties Project. The Jducational Tecunolo sy Statistics dVoanad o

is being prepared by the Association for Lducationsl Cormunicaricns and Technelr .
Both of thece prejects have been reported to the sceond corsion of the Corrmitie

at this reotin,y,  These are expectod to provide the fraoewert of stanlndyo
terms abd proceaures whaool oty w-ers can apply to tielr oon Ignir e witn
rintrus r1ot s of unceordlr ated approiaches and drcorpatibio tliedn s e o p o ad

but related parts of the 1 Lpoe o arn te be deocloped
1] i H




These tw rolee of NCES, collecting and providing basic lib{ary data
on a recurring, Lasis through the system of Federal-State-lora) reporting,
and initiat:r: standardiz.ation efforts in respect to such data, are integral

to our general statistical responsibirities for educatior as a4 whole. We

wish to coordinate these efforts, nedessarily limited in extent, to the

nany relateg Li 5¢ 1 st ctivities discussed here. We
value the H ~gu i i cially as a basic instrumentsof such
coordination.
. .8 - . . .
to chare with you corvthing of cur experience in
&
developin, i these roles.  1In develeping LIBGIS, and in develcoping the
Hardbooii=, the Naticaal Conter has had full active participation by the
profession and by State library agencies and individual librarics. We have
found this turticipation hezlly constructive, bringing te bear rhe diverse
ceperience acress the nation to perfect systems for uaticn-wile
In ore seruo, thee enterprices are small scale Jrecarsor
pilet—-te.ts o he pation-wide corporation and collaboration envisioned in
national retvorl Lroosicien., 1 g i : S Yopert thot such invelveren

il

Sipation do cabstantand,

Very i
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The critical issue in achieving the coordination and coop¢ration
envisioned may well be to act rapidly enough to standardize approaches
before separate networks invest heavily in incompatible systems which
limit their later aoility to create mew linkages tecause of sunk ¢
{nflexible hardware and softwarec. The analytic effort to identify s.:h

S
potenticls, and to develop timely viable proposals for the longer rur is highly

important to us all, .

We in the United States will undoubtedly experiment for some time with new’
modes of sharing resources and services, and will grope toward more effective
wuys to guide that cffort through statistics and other quantitative data. We
recognize the importance of sharing with sister nations in analogous ways, and the
value of international statistics on resources and interchanges and costs.

I comm~ d the Statistics and Standards Compittee of IFLA, and encourage it to
continue its active cultivation of potentials for improved information standards
and statistics and statistical tools, especially c1a551fication.tools, sample
survey rethods, and analysis techniques. Substantial conceptual and technical
advances are necessary to bring into practica% reach many of the kinds of stat-

{stics and data-based systems suggested herein as aids to national plc..aing in

this {ield. Recognizing this, let us hasten to move forward.




