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This report i s  i n  response to  the request made by the Citisens League Board 
of Directors' on June 7 tha t  the Library Committee prepare a recommendation fo r  the  
July 5 Board meeting with respect t o  the Library Board's having an objective survey 
made of the Library system's organization and operations. 

C0NCLUS10NS AND R E C O ~ A T I O N ~  

I n  brief,  we believe that  it i s  important from the point of view of public 
support, and fo r  other reasons, that the Library Board proceed w i t h  a l l  dispatch 
t o  have an objective survey made of the l ibrary  system's mganization structure, 
business and financial procedures, and the system1s use by n o n - h e a p o l i s  resi-  
dents, This presumes that  the Library Board w i l l  have s e t  forth a clear  definition 
of the l ibrary  system's service objectives, including specifically the scope and 
nature of services t o  non-residents and the number and location of branch l ib ra r i e s  
in the City, 

The organization structure survey is t h s  key survey, and should be made by an 
outside agency, ei ther  a professional Librarian or a management consultant f i r m  
with experience i n  making l ibrary surveys. If the l a t t e r  is  chosen, the firm 
should re ta in  the advice of a professional l ibrarian. 

The Ubrary Board might well seek' the services of other City agencies i n  mak- 
ing a study of i ts  business methods and f inancial  procedures, 

The Board should consider using i t s  otm staff t o  develop up-to-date informa- 
t ion  on use of the l ibrary 's  f a c i l i t i e s  by non-Minneapolis residents, 

The fa i lure  of the June 13 miwage referendum complicates the problem of fin- 
ancing the survey. However, the fac t  that the survey i s  essent ial  t o  building 
public support for additional financing makes i t  imperative that  the Library Board 
find the money for  the surveys within available funds, 

THE REPORT 

Background 

It i s  helpful t o  an understanding of the issue of a l ibrary  study t o  review 
some recent .events in the Library Board's work, part icular ly a s  they re la te  t o  the 
l ibrary  systemfs administration and financing, In doing this, we have confined 
the review largely t o  the events a s  they appear i n  the o f f i c i a l  Board minutes, in 



the  belief that  this i s  perhaps the best way t o  view the matter with a minimum 
coloration by the in terna l  confl icts  that  have marked the recent record of the 
Library Board. 

The first mention of the need for a survey of the Minneapolis Public Library 
appeared in the Library Boardfs minutes of December 15, 1960. %e minutes re- 
corded the resignation statement of Board member Mrs. He E. Van Der Boom, which 
said in  part: 

"The ( l ibrary)  system appears t o  be top heavy with job classi-  
f ica t ions  carrying high administrative t i t l e s  and correspondingly 
high salaries.  This problem ought t o  be analyzed. A complete re- 
view of the tab le  of organization should be made by an outside bus- 
iness management consultant . . . 

I 1 I  would be very happy t o  be proved wrong i n  my impressions 
of the administration of the Minneapolis Public Ubrary. An outside 
survey could confirm or refute conclusions I have reached a f t e r  serv- 
ing for two years on ' the Rinneapolis Public Library Board ." 
In response t o  Mrs. van Der Boom's statement, Librarian Ray Williams a t  the 

Library Board's December 15, 1960 meeting stated i n  part: 

ltC?n Deceniber 12, 1 9 9  a reorganization plan of the l ib ra ry  was 
adopted by the Board and the orgznization with which we now move 
i n t o  the new Central Library fa i thfu l ly  follows tha t  plan . . . 

"1 would welcome the suggested study of our organizati%on plan 
by competent l ibrary  analysts, confident as I am that we have de- 
vised and put i n t o  operation, squeaky i n  places a s  a l l  netr machinery 
is, an organization that r e f l ec t s  the best  i n  modern public l ibrary  
planning ." 
A t  the December 15 meeting the Board members discussed whether a survey was 

needed, and i f  so, what it should cover, when it should be made, and by whom. The 
Bard  voted t o  consider the discussion a "declaration of in tent  on the par t  of the 
Board that something w i l l  be done a t  the appropriate tirue." 

A t  i ts  December 30, 1960 meeting, the Library Board adopted a resolution which 
i n  pa r t  declared the Baardls "intention of making a c r i t i c a l  examination of the 
a c t i v i t i e s  and accomplishments of the 14inneapolis Public Ubrary system, w i t h  the 
assistance of independent consultants; major objectives being improved staff morale 
and a more favorable image in the minds of the public,f1 

The Board also adopted a motion directing the Board President t o  appoint a 
special committee of three to: 

I11. Receive from other Board mehers, s t a f f  personnel anl the  
public suggestions for  improvements of tka4 Library operation and ac t i -  
v i t i e s  in  a l l  i t s  phases, and t o  

"2. Consider the question of retaining the service of outside 
consultants t o  make an impartial appraisal of the Library's perfor- 
mance, and t o  



"3r Repart i t s  findings and recommendations to the Board -- a s  
soon a s  may be reasonable a f t e r  a shakedown period i n  the new build- 
ing ,If 

Subsequently, a committee was appointed consisting of directors  Backstrm, 
chairman, Kohout and Leslie. 

In early 1961 the Library Boarel concerned i t s e l f  w i t h  the question of how t o  
get approval of increased property tax  authority, e i ther  through the Legislature 
or by charter amendment. In a discussion a t  the February 24 meeting, 

IIDirector Laddy stated tha t  she was repeating her stand not t o  
accept ot get behind any request for  increased millage u n t i l  such 
time as  a survey was made i n  the Ubrary. 

"Director Backstrom reported tha t  the committee appointed t o  
consider the survey had met several times but had no recammendation 
t o  mala t o  the Board a t  this time., a d  again indicated that  the 
purpose of the committee was t o  determine the scope of the survey 
of the Library's orga iza t ion ,  functions, etc., and not, as a 
committee make the survey, Also, funds would have t o  be found i n  
order t o  conduct such a survey of the Library.I1 

The- Library Board fai led in i ts  attempt to .  get  the Legislature t o  authorize 
increased property t a x  authority, 1ts.final e f f o r t  would have increased i t s  tas  
powr by ,375'1nil1, I n  April the Board requested the Charter Commission t o  sub- 
mit t o  the voters of PIinneapol5.s on June 13 authority t o  increase i ts  tax by 
1.69 mills, arrd the Commission took action t o  do so, 

Zrw-e 
In  the campaign f o r  the increased millage, o f  the semm Ebrary  Directors 

published a l e t t e r  urging a Yes vote and i n  the l e t t e r  pledged themselves t o  
having a survey made. 

The Citizens league's Library cornnittee recommended that the League Board of 
Directors support the Ubrary millage increase, and a lso  urged that  the Library 
Board Ifarrange for an objective study of the l i b r a r y  system's organization and 
management as soon a s  practicable, and .surely in  time t o  af fec t  the carrying out of 
the 1962 budgetot1 

The Leaguers Taxation . a d  Finance committee recommended a No vote on the 
Library issue, The Board of Directors took no action. 

On June U, the voters rejected tihe Library Board's millage request by a 
three t o  two  vote. 

A t  the June 15,1961 meeting of the  u b r r u y  Board, Director Backstram made an 
informal report of progress of: 'his committee appointed t o  recommend scope and pro- 
cedure of the survey, The subcommittee had held many meetings with numerous indi- 
viduals representing d i f ferent  community interests ,  but had reached no def in i te  
conclusions or recomnerdatians, In view of the fac t  tha t  the terms of d i rec tors  
h s l i e  and Kohout were about t o  expire, and new Board members would take office in  
July, the Board decided t o  postpone any further  action on the survey issue unCil 
the July meeting, 



Need for  survey of Wnneapolis Public Lihrary 

We find a number of persuasive reasons for the Library Board's f u l f i l l i n g  its 
announced intention of having a survey made of the FIinneapolis Public S5rary .  

1, It seems very l ike ly  tha t  many voters a t  the recent election were concerned 
about the publicized claims tha t  a survey was needed a t  the Library, and f e l t  tha t  
u n t i l  the causes were taken care of, th Board should not have additional financing. 
Thus, the survey would seem t o  be an essent ial  s tep taward restoration of public 
confidence that  apparently was lacking, as  indicated by the referendum results.  

2. It seems that  u n t i l  the survey i s  made there t i l l  be l i t t l e  chance for re- 
storation of harmony between a l l  the Board members and the s taff .  One of the Board 
members has repeatedly insis ted on having the Board commit i t s e l f  t o  having the 
survey made, and possibly would withhold approval of l ibrary policies and adminis- 
t ra t ion  a t  l e a s t  un t i l  a survey has been made, The survey of i t s e l f  can not pro- 
duce harmony, but it should serve t o  resolve doubts which have been cited as the 
cause for  crit icism of the administration. 

3. Our study in connection with analysis of the  Iribrary Board's millage re- 
quest reached the conclusion that Minneapolis has re la t ive ly  high expenditures fo r  
l ibrary  service, compared with other c i t i e s ,  This conclusion i s  not new among 
those who have examined comparative l ibrary  s t a t i s t i c s .  I n  the circumstances, the 
Library Board should be concerned t o  know f a i r l y  precisely why we are a high ex- 
penditure system, and t o  knor.1 tha t  existing funds are being spent effectively,  The 
survey should help i n  obtaining t h i s  knotrledge. 

4. No matter how foresighted the planning, moving i n t o  a new building re- 
quires substantial  adjustments of s t a f f  and procedures. A survey, corning a f t e r  the 
new building has been occupied for  long enough t o  have an adequate fishakedaJn", 
should b e  helpful in making the best ad3ustment t o  the new building, 

5, Every organization can profi t  from an occasional independent analysis of 
i t s  operations. 

Definition of l ibrary  system's service objectives 

It seems obvious tha t  the Library Board's decisions on the nature and scope of 
a survey w i l l  have t o  be based on a clear definition of w h a t  the Board conceives as  
the service goals of the l ibrary  systen. For it i s  only i n  reference t o  the system's 
goals tha t  organhation, methods, and procedures can be evaluated by ti survey 
agency, 

The goals should be stated i n  terms of what i s  at tainable within available re- 
sources, They should specif ical ly include, among other things, defini t ion of the 
scope of services t o  non-residents and the number and location of branch l ibrar ies  
i n  the City, since these are  two part icular  matters about which there has been un- 
cer tainty in recent years, 

T y p  of survey and surveying agency 

The inf'ormal progress report of the chairman of the Library Board's committee 
on survey a t  the June 15 Board meeting indicated tha t  the  committee, a f te r  oonsider- 
able exploration, had not reached any firm c o n c l u ~ o n s  on the exact nature and scope 



of the survey. This i s  perhaps evidence of the care with which the committee is 
proceeding, a s  well  as the fac t  that definition of the survey task i s  not an easy 
j 

We certainly have not given the subject as  much at tent ion a s  the Board commit- 
tee, and therefore do not presume t o  know a s  much a s  they. However, drawing on 
the background of our orm coimnittee members i n  the matter of organizational studies 
a s  well  a s  knowledge of the Minneapolis Public Library and i t s  present problem, 
and a f t e r  discussions with several individuals i n  an o f f i c i a l  or professional po- 
s i t ion  t o  have in te l l igent  views on the projected l ibrary survey, we reach the con- 
clusion tha t  q t  a min imum the l ibrary system needs study of organization structure, 
business and financial procedures, and use by non-Minneapolis readers. 

We offer  the following suggestions on the nature, scope and oonduct of such 
a study, 

1, The study should be conducted i n  phases, and recommendations, i f  found 
reasonable by the Board a f t e r  due consideration, should be put in to  el"fect immediate- 
Ir. 

f iasing -- taking readily separable par ts  of the ent i re  l ibrary  system 
and operation by themselves -- i s  preferred t o  a comprehensive survey which would 
attempt t o  accomplish a l l  phases rather. simultaneously and would resul t  i n  one 
report and subinission of a l l  recommendations a t  one time, 

Phasing has the virtue of fas ter  implementation, and f a c i l i t a t e s  getting 
and keeping the Board involved i n  the f ina l  r e su l t s  of the survey, The l a t t e r  
appears part icular ly important t o  us as  a way of providing greater assurance of 
Board involvement which. i s  desirable for assuring that the Board and administrative 
s taff  work closely together, 

2. me f i r s t  phase should be a study of the l ib ra ry  system's basic org&za- 
tion: the assignment of duties and responsibi l i t ies  of the l ibrary  organization, 
shawing l ines  of responsibility. Sound organization i s  a t  the heart of effective 
operations, 

3. We believe it i s  essent ial  that the organization study be done by an out- 
s ide agency, because i t  i s  easier for an outside agency t o  view the organization 
with a fresh, detached look. This is important, from the standpoint of public ac- 
ceptance, 

4 The organization study should be done under direction of a professional 
l ib ra r i an  or by a management consultant firm which has had previous experience 
in l ib ra ry  surveys. I n  the l a t t e r  case , the firm should have the advice of a pro- 
fessional l ibrar ian,  

In our view, a survey agency which did not meet these requirements would 
need t o  spend s k  t b e  familiarizing i t s e l f  with the goals and practices of li- 
brary service, This would be a t  the expense of those paying the b i l l  -- the tax- 
payer -- ar~I  might s t i l l  f a l l  short of the specialized competence required. Further- 
more, it would appear t o  us that  such a survey would have l e s s  chance of ready 
acceptance by the Board and administrative s taff .  Such acceptance i s  essent ial  
i f  the survey report is to be effectively implemented, 



(21 the other hand, we would not i n s i s t  on a professional l i b ra r i an ' s  having 
charge o f t h e  study, because public confidence i n  the r e su l t  i s  also essent ia l  and 
we recognize that t h i s  might be be t te r  obtained i f  the f i n a l  responsibi l i ty  i s  one 
s tep removed from an individuzl who might be suspected of over-sympathy with the 
professional l i b ra r i an  point of view, . 

5. h c e  the basic  organization study i s  completed, the Board might consider 
having a management consultant firm do a study of the Libraryt s f inancial  and 
business procedures, It i s  possible, however, t h a t  the Board might be able t o  ob- 
t a i n  help on t h i s  type of study from other City government agencies, such a s  the 
s taff  of the City Coordinator, the Board of Estimate and Taxation, or the Park 
Board. 

6, Finally, we suggest t ha t  at l e a s t  par t  of the  study of non-resident use 
might be done by the l ib ra ry  s ta f f  i t s e l f .  Using techniques developed by Frederick 
klezeman i n  his 1955 study of City-county l ibrary  integration, the staff could 
gather pertinent da ta  on the question of non-Minneapolis use cf t h e  l ib ra ry  f a c i l i -  
t i e s ,  This is  an aspect of the E b r a r y t s  operation i n  which the basic need i s  up 
t o  date  information @if the kind which could be developed by the s taff  i t s e l f ,  

&ancing the survey 

Loss of the referendum t o  authorize increased taxing power complicates the 
Library Board's task of finding money t o  finance the survey. It appears t o  us, 
however, t h a t  the Board must f i n d  the money, for we cannot escape the conclusion 
that the  survey i s  es sen t i a l  for reassuring the public of the soundness of present 
l i b ra ry  organization and practices. Until t h i s  reassurance i s  given, we believe 
tha t  the Library Board has l i t t l e  chance t o  get the public t o  approve the additional 
financing t h a t  the Board seeks for  i t s  desired expansion of l i b ra ry  services. 

The fundamental need 

It 5s our observation that  a fundamental need in the development of improved 
public understanding of ard support fo r  the Minneapolis l i b ra ry  system is a close 
working together of Bard and s ta f f  toward objective of good l ib ra ry  service, 
We believe that  with good f a i t h  on the part  of a l l  concerned, the steps we have 
suggested w i l l  aid in  achieving t h i s  im?ortant goal, 


