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Long-Range Planning: An Interim
Report on the Duke Experience’

by Ann F. Stone
Undergraduate Librarian

and

Long-Range Planning Coordinator
Duke University

Nearly everyone today is in favor of
Planning. Indeed, today’s libraries are the
fesult of planning. More importantly, to-
Morrow’s libraries are going to be the
fesult of the planning and decisions made
today.

What then is planning? Le Breton and
Henning (1961) defined a plan as a pre-
determined course of action. Further, their
Plan as described had three characteristics:
ﬁ"ﬂ’, planning involved the future; second,
plunning involved action; and third, plan-
Ning was the result of personal or organi-
2ational causation. In other words, the fu-
"ure course of action had to be taken by
the planner or someone designated by or
or him within the organization. Planning
as also been described as an attitude or
Way of thinking; a process or flow of
®vents moving toward some goal; and a
Structure, with many components including
9 plan for the entire organization as well
9s plans for specific operations within the
Srganization.

To develop the idea of planning in a
different vein, Robert Kemper in discussing
I'“iirt_:r},v Planning (1970) stated four things
Which librarians generally assume plan-
Ning to be, but which emphatically it is
Not, First, a library standard, although

eneficial and needed, is not a library
Plan, Standards instead can be discrimi-
Nately applied to library planning and

Should be used as a beginning point, but

o

An address presented at the NCLA Biennial Con-
rence in Winston-Salem on October 7, 1977.

nothing more. Second, forecasting is not
planning because the planner takes no
future action. Forecasting at best attempts
to predict what action other people will
take and what future conditions will exist.
Since forecasts are really assumptions,
planning is necessary precisely because we
cannot forecast. Lest | be misunderstood,
however, forecasting does play a role in
planning. Harvard University Library, for
example, recently summarized the findings
of a planning study submitted to its Presi-
dent in May 1966. The authors of the
planning study atftempted to look ahead
for approximately a decade, so it is now
becoming possible to check the accuracy
of their projections. The quantitative fore-
casts were based upon the experience of
the preceding decade, with such adjust-
ments as seemed to be reasonable; and
they are probably as close to the mark as
their authors expected. Their prediction of
the number of volumes was high by only
five per cent. Thus, forecasting is an inte-
gral part of the planning process, yet differ-
ent from planning itself.

The third misconception is that plan-
ning deals with future decisions. Peter
Drucker in 1959 concluded that decisions
exist only in the present. The question
facing the long-range planner is not what
we should do tomorrow, rather what we
must do today to be ready for an uncer-
tain tomorrow. Finally, planning is not a
bound document resulting from annual or
regularly scheduled planning sessions.
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Planning is a dynamic process which neces-
sitates evaluation of results against expec-
tations. When the term “long-range” is
added to planning, it simply means grap-
pling systematically with future opportuni-
ties, problems, and alternative courses of
action.

What does planning accomplish? It
gives direction to growth and complexity,
it minimizes ad hoc decisions which usually
narrow tomorrow’s choices, it provides a
basic framework for local service, and it
opens communication channels. Regard-
less of the grand manner in which library
planning is undertaken, it is doomed to
failure unless it has the solid support, par-
ticipation, and guidance of top library
administration; unless it reflects the needs
of the institution it serves; unless it dele-
gates responsibilities for action; and un-
less it provides criteria to measure output.

The Duke experience began last Janu-
ary when the University Librarian, having
made a commitment to library planning,
sent letters to twelve members of the library
staff at all levels, inviting them to be mem-
bers of the Perkins Library Long-Range
Planning Committee. The committee was
to be charged with setting goals and pri-
orities for future operations and organi-
zation of the Perkins system. Stated in
the communication was the expectation
that the planning study would hgve a
major impact on the future direction of
the library. Although the letter clearly in-
dicated that the demands on time and
energy would be great, the entire group
accepted the challenge to make an im-
portant contribution to the library and to
Duke. .

Soon thereafter the University Librarian
presented a formal charge to the members
of the committee. Included in the charge
were the following directives:

1. Establish long-range goals and inter-
mediate and short-term objectives.

2. Translate idealistic goals and objectives
into realistic ones

Determine priorities

Evaluate the degree to which the library

is currently meeting the goals and ob-

jectives

5. Recommend program changes to per
mit achievement of goals

6. Recommend organizational and staff
patterns necessary to achieve goals.

When the committee convened for the
first meeting, the chairman delivered @
threefold exhortation, “Leave behind vest
ed interest, for we are here as represento”
tives of the entire library and must plaf
with the best interests of the entire library
always in mind; regard each other o
equals, for even though we have different
jobs in the library and come from different
levels of the staff, each of us has a voicé
and contribution; involve the staff in the
task ahead.” The group agreed that self-
education was a first priority. We thus
searched the literature for information of
planning, set up a reserve, and studied
carefully similar efforts at Columbia, Cor
nell, Harvard, the Library of Congress, and
Michigan.

Our instructions had included the stipv-
lation that the report would contain two
parts: idealistic or blue sky goals an
realistic goals which could be done now:
each to be presented with cost estimates:
We thus began to ask many pertinent ques*
tions. Are we doing the most important
things? How can we achieve the ideal if
the budget level remains the same? What
services or operations can be dropped of
changed? For you see we were told from
the beginning that solutions could not be
more money. What a task!

The group soon became conscious that
much information was already at ouf
fingertips. The entire University had en-
gaged itself in a planning effort in 1972
Further documents were generated in 1976
when each department on campus under-
took. a self-study as a part of re-accredita-
tion. The library itself had on file annual
reports as well as data obtained in indi-
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Yidual committee reports addressing spe-
Ufic problems. The results of two user
QUestionnaires concerning library services
Yere also available.

Having saturated ourselves with read-
"9 materials, we began to discuss possible
Methodology or how to plan the plan.

ere was general agreement that we
sI".Qulcl define what we are, in terms of
Mission and guiding principles; moving on
O where we are, strengths, weaknesses,
apF't:lrh.uﬁﬁes, problems, environmental fac-
rs; where we should be, goals and ob-
Betives; how far along the way we already
e, eyaluation; how we gef where we
"Sally want to be or recommendations for
Stion. To assist us in answering these
Suestions, we quickly realized that we
Seded to involve the entire university
Ommunity.

Thus we began with a questionnaire
ra all members of the Perkins Library staff,
iI’:‘:I'ds.-slin(;; that they address their think-

9 to what the library should be doing,
\?here it should be going, and what par-
“Ular problems needed attention, this
Mer area to include changes and solu-
r'°“5 if desired. General areas of cur-
Nt library concern were to be kept in
Mind gs the responses were formulated:
:ief":iCes, collections, staffing, physical fa-
ties, organization, current or potential

trons, and cooperative efforts. The pur-
e of the survey was to assist the com-
:"“ee in deciding on the various areas of
Udy and planning to be pursued and the
fiority to be attached to each.
. As this input was being sought, the
Mmittee began drafting its mission state-
ent, guiding principles, and general ob-
Betives. In each case, as in drawing up
Oter questionnaires, letters, or similar docu-
Ents, two or three members of the com-
"f"?ee were given the responsibility of pro-
'ding the rough draft to be discussed and
Mally agreed upon by the entire group.
“©mmend to you this method of work: it
% proven most satisfactory for us.

We next developed a questionnaire
which was circulated to each of the twenty-
eight academic departments at Duke, ask-
ing that they not only rank collections and
services in terms of value, but that they
also indicate their own research and de-
partmental needs. The survey sought fur-
ther to acquaint members of the faculty
with the problems as well as the tremen-
dous changes looming ahead in the library
world so that they would be more keenly
aware of the difficult decisions confronting
librarians. To date we have received
twenty-six departmental responses, along
with several individual responses, an ex-
cellent ratio, we think. Since we included
in the questionnaire catastrophic changes
like the possible closing of the card cata-
log, we offered to meet with representatives
of each department to provide additional
information and to answer questions. Teams
of two staff members from the library ulti-
mately conferred with sixteen of the depart-
ments, one of the most worthwhile ex-
changes we have undertaken.

An adaptation of the faculty question-
naire went to the members of the student
legislature at Duke and to a select group
of library student assistants. All of these
returns, together with already available
documents, were used as raw data to fur-
ther the planning process.

The next step of the committee was to
identify eleven areas of concern for inten-
sive, in depth study. The areas selected
are as follows: organization and staffing,
collection development, preservation and
sequrity, personnel and staff development,
services (control and circulation), services
(informational and instructional), process-
ing, administrative support, communica-
tions, public relations, and budget, each
area with many sub-divisions. A letter was
then distributed to all members of the
Perkins Library staff, asking that those de-
siring to serve on one of the task forces
indicate preferences reflecting their area
of keenest interest. The response was very
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gratifying. Everyone who volunteered was
assigned. In choosing participants, the com-
mittee fook into consideration individual
choices and committee balance. The majori-
ty were placed in some areas of high in-
terest. Sixty-five staff members were ulti-
mately given specific task force assignments;
two others accepted special assignments.

A general orientation meeting was held
at which time additional aid was warmly
welcomed. Although the participants were
told that this particular job must receive
some priority, they were reminded that the
work of the library must go on. Support
staff were cautioned about working beyond
the forty-hour work week; professional staff
had no such limitations beyond the fact
that there are only twenty-four hours in a
day! In the inferest of time and efficiency,
members of the initial Long-Range Planning
Committee are directing each of the task
forces. We are now engaged in a four
months’ study to be concluded with reports
due by the end of October. These reports
will form the basis for the final report and
recommendations to the University Librarian.

Throughout the planning process we
have sought to present information to our
constituents. Minutes of all the Long-Range
Planning Committee sessions have been dis-
tributed to the staff; reports have been de-
livered to councils, assemblies, and gen-
eral staff meetings; articles have been
written for newsletters to faculty and staff.
Plans include continued efforts to keep
faculty, administration, students, and staff
up-to-date.

The committee has also sought to re-
ceive information from its constituents. We
recently invited the chancellor to confer
with the Long-Range Planning Committee
so that he might express his views concern-
ing the future direction of the University.
Because of the session, we are now more
aware of the changes and the limitations
and can hopefully respond accordingly.
As the final report is being prepared, we
shall take great pains to gain the approval

of all groups, both internal and external
To insure implementation of the plan, W¢
shall probably suggest an ongoing pla™
ning committee to assign responsibiliti€*
and measure results.

You might say the end is in sight. Ho¥
do we assess the planning effort thus far?
| would not be honest or fair if 1 told yo!
there have been no problems. Some
the participants have said the task is i™
possible, for no group can cover so widé
a range of topics in such a short time. T0°
much is expected! The effort is boun
therefore to be superficial. Then there af®
a few who wonder if anything is going 1
happen as a result of the recommend?
tions. A few probably really believe noff"
ing will change.

There have been some misunderstand
ings in spite of what we thought was go?
communication. When the first draft of ¢
proposed innovative and different orgaf”
zation chart circulated for discussion pu””
poses, the grapevine quickly sprang in®?
action and many were convinced that *
design was the wave of the future at Duke
Other troublesome questions have arisé"
from time to time. Why should my grovf
bother with this particular assignment? Is
it not true that the decisions have already
been made? And in some cases,
answer appeared fo be in the affirmativé’
There was one week when a particuld’
task force decided to launch out into som®
new areas, only to discover after doif?
some of the work that a committee WO
already addressing the problem or that °
paper had already been written on th°
subject. Not all of the problems ho¥®
been large, however, and some have pre
vided amusement for all. For examplé
when the eleven special concerns circ”
lated to the staff, included in the sub’
divisions were two rather unusual ifsl'“:
called “date banks” and “date processing:
Several librarians inquired immediatelf
about this marvelous new service, expres®
ing interest in working in both areas.
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It is true that all of us on occasion
have been overwhelmed with the magni-
tude of our task. Writing a mission state-
Ment, designing a questionnaire, or tack-
ling o particularly sensitive problem can

agonizing, emotional, and sobering. Yet
When we think of the opportunity of plan-
Ning the direction of the library, we find
Surselves being stimulated and challenged.
There is so much good about the planning
effort thus far that | find it easy to be opti-
Mistic. In my eighteen years at Duke, |
ave never seen the staff work so hard
9nd conscientiously to insure a quality re-
Port, The day to day work is still being
done, Librarians are becoming involved
and interested in the total library picture.
Horizons are being broadened. Growth is
9pparent. As one said, “The spirit of work-
g together for a common goal in itself
Make the whole effort worth it.” The words
f another staff member are further indi-

Dear, Libranian,

9f qou are an EBSCO

customer,  we you.

cation that the staff finds the experience
satisfying, “The long-range task forces are
the first opportunity many people have
had to participate in a library activity that
is larger than their immediate job require-
ments —all previous library committees
have been appointed. Task force mem-
bers, especially those for whom looking at
the library as a whole is a new experience,
are finding this personally stimulating and
rewarding, as well as valuable for the
library. Several people have mentioned
the hope that after the Long-Range Plan-
ning Committee completes its report there
will still be some ongoing forum for staff
members to contribute to the planning
process.”

Perhaps a fitting way to close these
remarks is to invite you to try the world
of long-range planning. | can guarantee
that anyone who participates in such an
endeavor will never be the same!

I qou we nat,
we want gou to be.

Our aim is to offer what will help you. EBSCO’s size
and scope provides strength: 10 U.S.A. offices, Toronto,
Rio de Janeiro, Amsterdam and 110,000 serials now
growing by 15,000 yearly. Our regional office enables
us to know you and to tailor services for you. Our
computerization is proven since 1967, and our tradition
of personal service originated in 1870. Libraries with
one or 10,000 or more subscriptions are equally
welcome. Foreign or domestic titles of low or high
price are welcome any time.

Please ask about our 8 catalogs, invoicing options,
complimentary request form, tabulatrons by your
control numbers, claim checker, cumulative bill back,
or anything about serials which would save you time.

You are invited to visit our office any time. We are
at all library association meetings, and we can visit
your library.

EBSCO SUBSCRIPTION SERVICES
8000 Forbes Place — Suite 204

EBSCO
divivien of  Indusiries.

N\ Springfield, Virginia 22151
-~ (703) 321-7494 / 3219630 « Telex 82-4442
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LIBRARY SCIENCE —TEACHING —TWO POSITIONS

The Department of Library Science is seeking two faculty members for tenure track
appointments, with annual renewal. Beginning date: August 28, 1978.

UNIVERSITY: ECU is one of the 16 constituent units of the University of North
Carolina, with an enrollment of approximately 11,800 students on the main campus
ECU offers undergraduate degrees in 122 Bachelor’s programs, and the Graduate School
has 68 Master’s degree programs. The new Medical School accepted its first class if
1977.

PROGRAM: The Library Science/Media Department offers a program of grad-
vate study incorporating the fields of librarianship, information science, and educd”
tional technology. The M.L.S. degree program prepares students for careers in school
and community college library/media centers. Public library certification courses aré
also offered. An M.A. Ed. degree with a major in library science/media is also avail
able and prepares specialists in media design, TV, and instructional development.

POSITIONS: Positions involve teaching courses in the areas of school and con”
munity college library/media centers, and include usual departmental and university
committee responsibilities. Position 1 involves teaching children’s and young adults’
literature and materials selection. Position 2 involves teaching audiovisual library services
management, and administration.

QUALIFICATIONS: Master’s degree in library science from an ALA accredited
program; should have an earned doctorate, preferably in library science, teaching and
varied library/audiovisual experience. Consideration will be given to research and
publication activities, to institutions awarding graduate degrees, to major and mino’
fields of study other than library science (to maintain a general balance in faculty back’
grounds), and to supporting competencies in secondary areas of expertise. A willing”
ness to accept responsibility, the ability to work harmoniously with staff members, and
the ability to supervise students and junior instructors are all essential.

SALARY: Minimum $15,000 for 9 months. Possible summer school teaching addi”
fional. Rank and salary are based on education and experience.

DEADLINE: April 3, 1978.

SEND RESUME TO: Judith Donnalley, Search Committee, Department of Library
Science, East Carolina University, Greenville, NC 27834, Please include principal ared®
of teaching interest and eipertise.

The University is an equal opportunity employer and welcomes applications frof
all qualified persons regardless of race, color, sex, religion, national origin, or handi”
cap. It is the dedicated policy of East Carolina to promote the full realization of the
equal opportunity doctrine through a continuing program of affirmative action.



