PROVIDING SERVICE QUALITY
FOR COLLECTION DEVELOPMENT
AND ITS RELATION TO JOE DESIGN

By Retno Sayekt

Introduction to Service Quality and Job Design

a. Seroice Quality

As a non-for-profit organization, library is moving toward providing service
rather than merely providing materials that can be accessed by everyone who
needs them. It is a bit cliché and traditional to define library as a place of book
collection. Rather, what basically was tred to collect in the library is
information that is (or not) packaged in physical matter so that everybody can
hawe access to it easily in such a way. As the basic function of library is realized.
the role of the library as well as the librarians is changing. Along with the
growth of information, there come the needs to package information in many
medlia that are likely to be accessed by many different people.

Information is not only packaged in physical formats, such as books,
pﬂiudtah,mmmwdmcm&tﬁ,mubnﬂlﬂe'ﬁahu
information that is not packaged such as internet. By the many different
formats of information package and the many ways of accessing to information,
there has been a need for the library to provide service to its users. The service
provided in the Library is not only limited %o those units which are In contact
with the users directly, but all of ibrary units should be users-oriented.

Concerning the service, there are many ongoing discussions in librarianship
literature that are trying to define what it reaily means. Many of those even try
to offer new methods of evaluating the service quality. Following are
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definitions of service quality found in some literature of librarianship. Damuata
A Nitecki defined quality service as ‘the difference betieen customer percepfions
arnd expectalions of service’T Along with Danuta, Peter Hernon has simmilar
definition of service quality. According to him ‘sermice guality i= most typically
defimed as evther excellence or reducing the gap betiween customer expectations and the
serince provider’.? He also maintained that "amy serwice tramsaction is both “process”™
and “outcome.” The process 5 the way the customer is freated by the sermice proovder,
and includes factors such as courlesy, clear commumication, and atfention fo the
clshmer's requests. ™

By the definition mentioned, Hernon has brought a clear understanding of
service quality that has long been discussed, yet shll undefined. Years, the role of
library and information nunagers has alweys been providing high quelity serpice*
Although there are many attempts to provide the quality service, who actually
has the authority to judge the quality of service? Again, Hernon asserts that
‘quality 15t the eyes of beholder.... who has a better mental construct of service quality
than customer?_ . It is the customer who has the authority to judge whether or
not service quality exists in the library. Howewver, according to Annette Davies
and lan Kirkpatrick, “to play this role the user must be furnished with relepant
information with utnch fo make cheices and fudsment about the quatity of sermoes.
This in turn is only possthle if professional work, and perhups the nafure of professional
knowdedge amd expertise ilself. s moreasmgly standerdized and opened up fo user
enaluation and scrutiny, "¢

The existence of service guality is also more widely determmed by those
whom the customer of the library has contact with. Can service quality still be
defined as users' satisfaction merely as it used to be? If a user comes to a
reference desk receiving incorrect answer of what he asked for, while he does
not know that the answer is incorrect, he might, then, go away satisfied.
However, does this illustration show a service guality? What happens if the
customer knows that he got the wrong answer? Thus, customer satisfaction is
only a part of quality service.

In addition to those definitions, Margaret Kinnel gives her definition of
quality. In relation to library and information services which do not operate as
profit-making enterprise, the principal concemns of quality are ‘first. how cam
library and information managers deliver the best sertnce to meel the needs and
expectations of the users, potential users, suppliers, funders, and, ndeed, all of ther
numerous stakeholders and, secondly, how should they demonstrate the bemefit of ther

It is implied from this definition, that service quality should meet not only
the mser needs and expectation, but also those whom the library has direct
confact with. Together with the users, they also take part to judge whether or
not the library has the service qualrty.

b. Job Design

Tasks’ allocation is the first thing to decide in hiring new subordinates.
According to Hideshi Itoh there are two relevant questions in allocating the
tasks. -
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*First, witich of the tasks are delegaied to the subordinates and whick are left under the
entreprenur’s comrol T The answoer b this question debermines the delegation of decisior
muakittg in the organization. Second, how are those lasks delegated to the subordingtes to
be ditided amomg them? The answer deiermeines the division of labor ememy the
subordingles” s

From his statement there are two things we can derive as the definition of
job design. First, job design is tasks' allocation or delegation between the staff
and the manager, and, second, job design is also tasks' allocation among the
staff. Job design affects both productivity and quality of work life. The
characteristics that are designed into the staff's works determine how well
people perform the job. Thus, the characteristics of jobs can be determinant
factors of good job performance of the employees. Werther maintained that ‘job
design reflects erganizational, environmental snd behawioral demands placed on it'.? By
considering these three factors in designing the jobs, the organization can have
better customer service, higher productivity of the employees, and overall
mmproved worker morale. Conversely, poorly designed job can lead to poor
productivity of the employees, employee turnover, absenteeism, complaints,
sabotage, resignation and other problem.

As it s also maintained by Werther that the key element of job design s
specalizabon,'® limiting the employees with the more specific tasks is one
mmportant consideration in assigning jobs to the employees, Moreover, the
limitation of jobs given to the employees will result in better performance and
productivity. There 15 an assumption that the more limited the jobs given to the
employees the higher the outputs. This assumption is still apphicable today
Another advantage of having job design is reducing the overlapping task
assigned to the employee(s). Assigned with only specific tasks, the employvees,
then, are supposed to concentrate on performing their tasks that might be
distinct from others, and are responsible for the result. Thus, no employee will
do the same job as others do. By having job design, there will be a clear division
of who is doing what and responsible for what.

¢, The relationship betieen service quality and job design

Although they seem apart, job design and service quality have relationship
that affects each other. Jobs that are designed based on the three factors
mentioned, can lead to improving responsibility of the employeses. This, in turmn,
affects on providing good service to the customer becanse the higher the sense
of responsibility of the employee, the harder they work and the better the result
receivied by the customer. Customers as direct receivers of the service, will have
the benefit from job design of the organization. The benefit of job design, of
course, will not be realized by the customers directly, but it reflects quality
service that is recemved from the providers (the employess).

It can be understood that lack of job design or having bad job design will
result in bad service. When an employee has to do two or more tasks that are
not relevant, the employee might be stressed and frustrated because he is made
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all of those lead to providing bad service and customer insatisfaction. Werther
in his book has tried to prove that a good job design will result in better
customer satisfaction by providing an example of an organization,

Im addition, jobs are designed by considering organizational, environmental
and behavioral elements. The organizational element of job design is concerned
with efficiency. Efficiently designed jobs allow a highly motivated and capable
worker to achieve maximum output ! The environmental element of job design
15 concerned with the ability and availability of potential employee. Along with
this concern, another concern that should be Emken into account is social
expectation.? Meanwhile, there is alsc a need to consider the employee needs
and satisfaction as individuals.®™ From these three elements of job design we
can draw a line that links to service quality. The link is clear, becanse all of
those elements lead to good performance of employees in doing their jobs.

Collection Development

Collection development is a term encompassing a wvariety of activities
designed to ensure that a library includes in its holdings books, periodicals, and
other materials required to support the instructional and research programs of the
uriversity,

It is useful to distnguish between fund allocation and item selection in
amalyzing collection — development activities in an academic kbrary. Fund
allccation is the process of deciding what proportion of the budget for materials
will be assigned to various library units or expenditure categories. Funds can be
aliocated m two ways: by format of materials, that is, books or periodicals, or by
substantive areas. Substantive areas may be designated by scholarly dmz::pimr:
Item selechon s more decentralized decision-making process. The responsibility
o expend allocated fund is assigned o a number of materials selectors, that s
reference librarian, academic department, or the director of library.

In addition to fund allocation and item selechon, collechon development
encompaszzes a number of other activities, meloding  evaluation, location,
weeding, and preservation. Collection evaluation activities are designed to assess
Both the strengths and gaps in specific subject areas. Evaluation includes efforts to
measure the Jevels of use of various portions of the library's heldings. Location
sefers to the decision-making processes that determine where holdings will be
placed. Weeding is the process whereby librarians remove obsolete or unused
Soldings from the collection to be discarded. Finally, preservation refers to these
activities designed to identify and repair #tems whose physical condition has
Setenorated to a point which precludes further use. All these activities are nsually
mnphied by the term collection development.

Cmce the decision has been made to add an item to the library's holdings, the
process of acquisitions, the second function common to academic library begins
Inclnded in acquisitions are those clerical tasks associated with ordering
materials, monitoring deliveries, and approving payments. “The terms collechon
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some confusion But collection development usually refers to the intellectnal
aspects of deciding which materials will be added to the collechon, while
acquisitions connotes the clerical aspects of erders and deliveries "4

Collection development librarians are vitally involved in many aspects of the
mnformation business. They are responsible for building and managing the
library's resource base, and their activibes should be guided by a wmtien
collection development policy. A written collection development policy statemnent
is intenvded “... to clarify objectives and to facilitate coordination and cooperation
both within a library or library system and among cooperating libraries. .. If i =
well done, it should serve as a day to day working tool that provides the
necessary guidelines for carmying out the majority of tasks within the area of
collection budlding, "15

“There are eighteen commaon features of selecton policies in terms of content

1. Objectives of the library

2. The community and its needs identified

3. The purpose of the selection process

4. The funchions of the library

5. The context of selection: needs, guality, funding, cooperation

. Authority for selection policy

7. Responsibility for implementation

8. Priorities: types of use and categories of matenal

9. Controversial issues

10. Censorship

11. Categories of exclusions

12. Statement on Freedom to Read

13. Selection criteria

14. Collection standards: quantity

15. Collection development targets

16. Selection methods: organisation

17. Acquisitions categories and coverage

16, Ordering methods™

Ome possible explanation for the absence of unrversal acceptance of the written
policy, despite its near unanimous endorsement, is the lack of precse definition of
what a wntten policy is as opposed to what it does. Willmm A. Wortman
illustrates this difficulty when he defines the written collection development
policy as “a crystalhsation of each library's understanding on how its collection
can serve s mission."" He calls the policy a “detailed profile of all the subjects in
which the library will collect books, periodicals, and other materials or media. ™
Then, like most writers on the subject. he strays into the realm of performance.
noting that the policy “can guide selection of new materials and alse can provide
the framework for decisions about maintenance, renewal preservation and
weeding.“1* :
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The Relationship between Collection Development
and Service Quality

The traditional model of assessing service quality was linked to collection
development very much. According to Line “collecting as much s possible, afier
careful selection, cataloging it to kigh standards, Wnding if.... and keeping it foreper,
are given priovity. Service quality if directly essessed ot all, is linked to professional
expertise and collection maintenance and development.” 2 Thus, service quality was
measured by quantifying the collection, beside providing good catalog and
binding. The greater the collection the better the service provided. In the seroace-
bed model, hawever, “self-sufficient collecthions are no longer feasible or necessery to mest
the user ‘needs” 2

The fact above is also supported by Danuta who says that “historically, the
gquality of an academic library has been described in terms of its collection and megssred
by the size of the Bbrary’s holdings and various counts of its use.”™ The size and the
breadth of subject coverage of the collection were used to be two main points of
evaluating service quality m library. This idea was changed into new concept of
evaluating the service quality. In the same article, he further mentions that a
measure of ibrary quality based solely on collections has become obsalete.

Although collection is no longer used as the only way to measure service
quality, but it is still a unit of Hbrary works that is supposed to provide the
service quality. In other word, this paper is intended to investigate how
collection development meets the user expectation.

In many arbicles, service quality is equivalent with user-centered service
Both terms are used interchangeably. This paper will use both terms because
they have the same basic idea.

Concerning service quality i collection development, Evans wrote:

“Knovledge of the service commumiby 25 the key to effective coliection development._the
mare the collection develspment afficers kot about the custorer roles, gemeral interests,
education, mftrmation or communicaton behamior, Dalues, end relzted dorecteristics,
ﬁwmw.hh!iyitiﬂﬂmmﬂerhmwd!m:h'dﬁfmd:rsfmmmarI'J:n."lim.r!.Fl:
serenre populafion wands il "8

There are areas in the collection development affected by data about
customers. The areas are pobicy formulation, selechon, and evaluation. In the
efforts of achieving the user satisfaction, any assessment of the collection
should include a consideration of how well it meets the expectation and needs
of the customers. Thus, community analysis is a good way to conduct by the
Ebrary if it is to meet its nser needs of its collection. Community anakysis
that is still recommended o conduct can be a way for the librarians to know
user expectation of the collection which in turn can provide satisfactory servace
to the nsers. However, this s not to say that conducting community analyss =
the only way of meeting user's satisfaction. Making materials available
promptly in the library that are in need by the users is another way of achieving
the goal. This can especially be done if the users request the materials while
they are not available in the library yet.
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The users may expect that the collection in the library can well cover thex
subject interests. When they come to the library seeking for particular
information, they expect they can find it in the library easily.

Problems Commonly Faced in Collection Development:
Users

“Ewvery library exists chiefly to serve the needs of its own community of users.
It follows, then, that any overall evaluation of a library cught to be based chiefly
on how well it does, in fact, serve those needs ™

The goal of collection evaluation s to assess the quality of a collection of
coilections. Use and user studies provide the collection evaluator with technigques
for quantifying gualitative judgements about library collections.

Collection evaluation technigres can be categornized as collection-centered and
user-cantered.

Collecion—centered evaluation technigues measure “the size, scope. or depth
of a collection, or segment thereci, often in comparison with an external
standard..., or the holdings of a library known o be comprehensive in the subject
area being compared " Techniques include examination by a subject expert, list
checking, comparisen with standards, and compilation of statistics.

Use and user studies approach collection evaluation from the perspective of
the users for whom the collection has been and continues to be developed. Use
studies focus upon the availability and accessibility of the materials in a collection.
User studies ask: Who is using the collection, how, and with what degree of
success and satisfaction?

In the use studies we have circulation studies, in-house use studies, document
delivery tests, shelf availability studies, citation studies and mterhibrary loan
studies. In a circulation study the researcher analyzes circulation data. Manually
compiled circulation statistics usually provide limited data about user categories -
- use by call number range or subject area and use of individual titles. Automated
systems, on the other hand, frequently provide systematically a wider vanety of
data, including publication dates for circulating material, formats of crculating
matmﬁLlanguagEdd:wlaﬁngmhmiaLanﬂﬂﬁlastﬂrmhﬁmdmﬂf
particular trtes. :

In-house use studies analyse data about material that is used in the library and
reshelved by library staff. Although in-house use studies are often recommendead
as a means to validate the results of a circulation study, they are an essential
element of any use study for noncirculating collections, such as a reference
collection or periodical collection.

Document delivery tests assess the ability of a collection to provide matenak
from a list of selected citations, The test is conducted by library staff, who attempt
to follow the procedures of users whe come to the library to acquize the items on 2

Mavﬁmwmm&n&hzdmwmmm
Document delivery tests and shelf availability studies are founded on the
mw:mmWWIHﬂmﬁﬂhhh
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collection, but if a high percentage of those items are checked out, at the bindery,
in transit to shelves, misshebved, or missing, they are unavailable to the user.

Citation studies use data about the number of Gimes-documents are ciied n
notes, references, bibliographies, or mdexing or abstracting tools in order o
wlentify important journals in a subject area. Citation studies are most nseful =
evaluating collections that support research in journals - dependent fislds of
study.

Interfibrary loan statistics can indicate unmet user needs and can be used o
identify deficiencies in the collection.

User surveys assess the ability of a collection to meet the needs of users by
asking users to respond o evaluative questions about the collechons. User
surveys can be conducted by distributing quesbionnaires fo the users m the
library. The goal was to create a "srapshot” of our users. The oljectives ane o
gather demographic and behavioral data to answer the following questions:

- Who is using this library?

- Why does each person use this library?

- How often does she/he use this ibrary?

- Does he/she find the material he/she wants?

Despite the potential difficulties in planning and conducting use and user
studies, they have become essential library evaluation technigues.

The techniques of discovering user needs in academic Hbranes are not highly
developed, nor are they often used. The atbitudes of most academic librarians on
this matfer are that those needs are already known, or, worse yet, that the
librarians know what the users ought to need. Services are provided for needs
that are seldom examined n many systematic or rigorous way.

User needs in an academic library express themselves in many ways No
single technique or instrument will serve to discover them. The traditional way of
keeping alert is to pay attention to student and faculty requests at the reference
desk, unfortunately only those users who come to the library and have the
courage to state their needs openly to the reference ibrarian can be served and
met all their needs. This is useful source of information, but it is very limited.

Student library committees and student representatives or faculty library
committees sometimes offer useful insights into stndent needs. The chief difficuliy
with this technique is that the students who serve on these committees are already
favorably inclined toward tradibonal library practices.

Librarians

The librarian should devote much of his tme to this last but important
responsibility. Evaluation, becanse of its difficulty, expense, and continuous
nature, discourages writimg a useful policy. Because there i an inadeguate
method of evaluabion, there is no foundation on which to construct a written
policy. The weakness of the written policy & inflexibility, its unresponsiveness o
changes that occur in the Library. In the academic libraries, for instance, the
curriculum — something generally outside the control of the librarian — dictaes
the areas of the collection that require attention. The department rarely conslis
the librarian before hiring new professors. Fields of study may be added or
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dropped with little waming. Yet, the librarian is expected to respond o these
changes, and presumably, the collection development policy must be altered o
money. Advocates of the written policy, such as Gorman and Howes recognize
this drawback: “To the degree that pﬂli:yslatemammsuﬁc,ﬂm}rdnfrﬂﬁbitﬁ
librarian's response to such changes, and unfortunatety many (policies) exist
which, because of the time and effort involved in their preparation, have becoms
inflexible codes "~

Academic librarians have two clearly dstinct responsibilities, which are often
closely mtertwined. First, there & participation in the educational process —
teaching the techniques and substance of learning and bibliography and
providing the resources for the pursuit of self-knowing. Secondly, librarians
support writing, stodying, and research by supplying factual items of
information. In the informational function the librarian provides data that may or
may not be of use to the patron; as a teacher; the libranan, works with the
learning parson,

Integration with classroom's colleagues has often been slow and difficult, but
s an essential consideration in attairung academic recognition. Librarians know
that academics participate in a modified hierarchical organization under a
governing board, president, and deparimental chair person. Faculty senate and
commitiee membership permit participation in the consultative and governonce
activities of the campus. It has given librarians an opportunity to work on
academic planning and deliberation, increasing the effectiveness and feasibility of
library programs and services. Many studies have shown that personal contact
between librarian and classtoom instructor is one of the mast effective ways to
miroduce bibliographscal concerns.

The academic library has recentiy been confronted with an enormous growth
in the volume of publication; increasing fragmentation of disciplines into narrow
areas of specialization, and the growth of multidisciplinary programs that
organize specialization in new ways. These factors present two major problems
for the academic librarian. One is continually diminishing ability to acquire all the
materials needed in all the disciplines served by the typical academic research
library. The other 5 diminishing ability to organize and make materials accessible
i an environment of consently changing intellectual orientation.

Alternative Solution
a. Alternatioe Courses of Action
1) Responding to user needs

After discovering needs, it is important to communicate imumediately with
those who have expressed them, even though the ways to meet those needs
may not yet have been designed. Assure them that an effort will be made to
serve them and invite further discussions to Jearn specially what is needed. It is
essential that an honest effort be made to serve the needs. Mot all needs can be
met immediately, and it is important to explain the reasons for this mability,
without resorting the bureaucratic rules of the lkbrary's own making.
Complaints about the need for longer hours, fewer fines, more books, less noise,
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comfortable chairs, smoking areas, and so forth, are common ones that can be
handled with understanding and a flesdble, helpful attitude. The emphass
should be upon serving the need and making it easy for the nser.

In the area of Collection Development it is essential tv remember that the
user wants the item that he or she requests and that item only as well as at the
time he or she needs it He or she may accept a substitute, but is unimpressed
by the great size of the collechion if it does not provide the material wanted
when it is wanted. It is, therefore, necessary to attempt to anticipate demand for
a particular title and supply it in a sufficient mumber of copies so that one copy
is always available. This is an impossible goal but one which muost be
attempted. It requires continual monitoring of the use of the collechon and the
fast acquisition of additional copies of material that are in demand.

2} Developing a new Collection Development Palicy

The policy has four main purposes. Firstly, the policy as a planning tool and
exists within the context of the overall goals and objectives of the library
Secondly, the policy is a management tool, and exists to provide a greates
degree of consistency and continuity i the selection policies and practices
the library. Thirdly, the policy is a communication tool, and provide
information to a number of groups other than staff involved in selection
Finally, the policy 1 intended to facilitate cooperation. Again, in academic
library, the courses offered in the institution may change, the collection policy
developed should reflect the new courses and their needs to the collection
Thus, collection pelicy 15 kept updated.

3 Comducting a Community Analysis

There are three avenues with which a library may take to realize the benefits
of community analysis. First, it can hire a consultant. A second alternative = to
conduct a self-study. Third, a library can parbcpate in community analvsis
with cther community agencies. The library involved in community analyss
will realize both direct and indirect benefits.

1. Planning and goal setting will be based on total community needs from
the widest perspective.

2. Change can be managed more responsibly; that s, the need for change
can be better anticipated in time to make positive adjustments.

3. The library will acquire new advocates among librarians, faculty members
and students in the process of the community analysis.

4. A broader understanding of financial needs will result

3. The hibrary will also gain a better understanding of the activities and
problems of the libraries. Cooperation will thus be more natural and practical

This kind of study will also do the following:

- Relating the library service to the realities of the community being served

- Systematically collecting evidence about the community

- Establishing sarvice priorities

- and Marketing the service.
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b. Selected Alternative

The best alternative is to write the policy because it is the first thing a library
would do, and everything else follows. The collection policy seeks to identify
and develop an appropriate response to perceived user needs, both present and
future. This ensures that the library establishes priorities for the allocation of
funds and that it commits itself to serving all sections of the user community.

¢. Recommendation for Action _

The first step is to begin by forming a committes for the formulation of
written policy. The general responsibility of this group is to oversee and direct
the entire process, from staffing to promulgation of the final document.

The second step is to determine prelimmary matters. There should be the
establishment of the exact steps to be followed in formulating the draft policy
and of a realistic imetable for completion of each step. In addition, tasks must
be allocated to each staff member, with clear instruction on what is to be done
by when. But before staff proceed with their tasks a common sense of purpose
must be achieved.

The third step is the fulfillment of the committess role. First, an attempt is
made to draft the general policy statement The second is to prepare the
detailed statement of collection levels, and this must be derived from a
collection analysis or evaluation.

The fourth step is fro the draft policy to be reviewed and revised. The
committee will go trough the drafting stage of the palicy and at the end will not
be presented with document which seems totally foreign, and therefore will
eviluate it more thoroughly. The committes has been constituted to represent
the mshtution and its administration, professional staff, user groups and
outside expertise. All of these interests must analyze the policy section by
sechon from their particular viewpoints and offer critical guidance about
necessary chamges.

The fifth step is when policy is completed, it is ready for implementation. It
should also be available for wide distribution. If the policy statement profiles
the library, it should be given a high profile.

And the last step is to have some procedure to be established at the outset
for ongoing review of the policy, for evalnation on regular basis and for
revision as requined.
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