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CHAPTER 1: INTRODUCTION

1.1 Preface

The principles of strategic planning have their roots directly or indirectly in military
science. The term “strategic” comes from the Greek word “strategia” meaning
generalship. It epitomises the traditional “armies which relied on their generals to see the
long -term outcomes of present plans and actions, to see the composite structure for the
war effort, to understand the various functions of the different branches of the military,
and to focus the resources of the entire nation on key objectives at critical times”.
(Hensley, 1992: 8). Generalship is of such importance that in most countries the president
or head of state is the commander-in-chief of the armed forces. In times of war the
president has the mobilisation authority over both the public and the private sectors.
According to Hensley (1992:8) generalship gives the president the power to subordinate
all units within a common plan and to subordinate current activities for long-term common
good. Left on their own, units will operate autonomously for individual benefits that will

not assure the preservation and advancement of the nation as a whole.

From muilitary science strategic planning found its way into the corporate world and later
on, non-profit organisations such as libraries. Though traditional planning has been part of
library management responsibility for a long time, the application of the concepts of
strategic planning to library planning situations are relatively recent. The business world
realised the importance of strategic planning in the 1960s as their operational activities

became more and more complex and the necessity to survive in the rapidly changing needs



of soc'iety became paramount. Gradually non-profit organisations like the libraries and
information services started to emulate the corporate world, by adopting strategic

planning, in the 1980s.

The reasons why strategic planning has become common in librares, especially in the
1990s, following its use in other organisations, are not far-fetched. After a perod of
relative stability in the internal structure of higher institutions world- wide we are now in
an era of fundamental discontinuous change. Libraries in general, and academic libraries in
particular, are now competing in an environment where many of the old certainties haQe
been removed. The only certain factor in the library and information services world is

change itself.

Just as the invention of the printing press in the 15th century changed the fabric of society,
information technology, especially electronic communication, is reorganising
contemporary society. In the academic sphere, change is occurring in organisation
cultures, managerial academic structures, funding mechanism, accountability, student
profiles, disciplinary boundaries, organisation of teaching and research. To survive in such
a rapidly changing environment academic libraries must be business-like, hence the need

for strategic planning.

The purposes of a strategic plan may be to accomplish the following:

. To bring the mission of the library, that is, its purpose and objectives to





















involves investigating how the libraries plan to counteract the effect of the environmental

influences.

1.2.1.3 Sub-question 3

Do both libraries experience similar or different environmental factors influencing their
strategic planning?

The University of Fort Hare is a historically-disadvantaged institution and the university of
Port Elizabeth is relatively advantaged. Here, the researcher intends investigating whether
the libraries of these institutions experience similar or different environmental influences.

This leads directly to sub-question 4.

1.2.1.4 Sub-question 4

Can one use what pertains in these two libraries as a basis of generalisation for other
academic libraries in relation to strategic planning?

In conclusion the writer would like to investigate whether enough grounds have been
covered for one to use the environmental factors influencing the strategic planning of these

two libraries to generalise for the academic in general.

1.3 Significance of the study

Empirical evidence in the literature on planning has shown that strategic planning is an
approach to solving some of the problems experienced by many organisations brought
about by the rapidly changing environmental factors. There is no room today for the

library administrator who focuses only on doing today’s job well, there must always be an
























required to achieve its goals. Strategic planning works within a time frame. Usually
strategic plans cover a five-year cycle and are revised annually. Strategic plans are
subjected to change. They are never written on stones but are continuously updated as the

need arises. (Moran, 1985 289).

Strategic planning for an academic library is directly related to the overall management of
the library; it is not a separate o; distinct planning feature. According to Riggs (1984: 2)
“a library’s strategic planning process encompasses its mission statement, goals,
objectives, strategies, alternatives and contingencies, policies, and resource allocations,

and their implementation and evaluation”,

1.6.3 Environmental factors

Libraries do not operate in a vacuum but are influenced by driving forces that have an
impact on their future. The environmental factors that should be taken into account
during strategic planning may broadly be divided into three components. There are the
macro or external environmental factors. These encompass the broad social, cultural,
economic, political, technological and demographic parameters within which the library
must operate. Secondly, we have the library industry environment and thirdly, internal
environment, which involves the library itself and its parent body (e.g. the university).

{Jacob, 1990: 3; Corrall, 1994:10; Kemper, 1970: 218).
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process as well as formalise plans for their given areas of responsibility. The sectional
heads need to consult those under their supervision to ensure that best use is made of the
ideas of each and every staff member. Strategic planning committees may be formed to
facilitate the process. For example, at the University of Fort Hare Library there are five
strategic planning committees, zach in charge of certain aspects of the library.
Participation by staff members at all levels helps to offset the resistance to any changes
that may occur. Interactions among many participants permit necessary adjustments in
goals and objectives to be divulged and implemented. (Riggs, 1984: 17, McClure, 1978:

456).

Professional planners can be used to facilitate a planning process but they cannot
themselves do the library’s planning. They can be used to suggest planning procedures,
evaluate the feasibility of particular plans, or even suggest some strategies. They can
advise the library staff on the techniques of strategic planning. Consultants may be used to
collect data on the external environmental factors likely to affect the library. But the
library should do the planning process itself. (Riggs, 1984: 12; McClure, 1978: 456). In
order to avoid resentment, the librarians need to be involved in the planning process. It

should not look as if the exercise is an imposition by outsiders.

2.2 Situation audit
Situation audit is also referred to as position audit or situation analysis. Before
commencing on planning, the library administrators must evaluate the library’s past

performance and its current status in order to determine its strategic direction. The
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competencies of the staff should form part of the MIS to ensure that such information is
available when needed. Information about the library’s activities may be extracted from its
annual reports. Information on the external environment that affects the library should be
collected and analysed. Depending on its size, a library may use computer technology to
analyse the information. (Riggs, 1984: 77; University of South Africa. Department of

Information Science, 1993: 23-24)
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Elizabeth Library’s strategic plan, as came out of the questionnaires and interviews.

4.1.1.1 Apartheid

The University of Port Elizabeth was established by an Act of Parliament in

1964 as a ‘White’ university. The collection development of the Library, which was
established in 1965 to provide support services to the academic departments, is skewed
towards the needs of the white students. With the ‘influx’ of the other population groups
to the University, especially since the 1990s, the Library has to redirect its resources to

cater for their needs too.

Student Enrolment by Population Group 1991 — 1998

_ Population Group 1991 [ 1992 1993 1994 [1995 1996 |1997 |1998
White 4123 | 4165 | 3989 |3850 3554 [3223 13098 |2717
Percentage 82.7 | 80.7 75 68.5 62.2 58.7 | 537 |522
Coloured 323 570 637 702 756 698 688 672
Percentage 10.5 11 12 12.5 13.2 12.7 | 11.9 | 12.9
Indian 97 113 119 146 167 169 194 ]212
Percentage 1.9 2.2 2.2 2.6 2.9 3.1 3.4 4.1
Chinese 35 36 33 36 36 49 58 58
Percentage 7 7 .6 .6 .6 .9 / 1.1
African 208 279 538 883 1204 11348 | 1732 | 1545
Percentage 4.2 5.4 10.1 15.7 | 21.1 24.6 | 30 29.7

| Total ’ 4988 | 5163 |5316 |S617 |S5717 |5487 |5770 |5204
Percentage 100.0 | 100.0 | 100.0 | 100.0 100.0 | 100.0 100.0 @ 100.0

Source: University of Port Elizabeth Students Registration Statistics, 1998
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of professional staff who can provide the services needed by the users. The Library has

included a comprehensive staff development programme in its strategic plan to train its

staff in “handling information technology at an advanced level for access and retrieval, and

also to guide students towards information literacy”.

The staff development programme of the University of Port Elizabeth Library include the

following:

1.1

1.2

1.3

%]

University and library orientation.

Basic orientation to the job and general conditions

General orientation to the aims and organization of the University and the Library.
Work experience rotation — A new staff member of the Library will visit other
departments in the hibrary after spending six weeks on the job to which he or she is
appointed. “This is intended to assist the new employee in gaining an oversight
and understanding of different aspects of the Library’s operation”.
On-the-job-training — This is necessary for the new staff member to “become
competent in the procedures followed by the department and to become familiar
with the policies underlying those procedures”.

Library training and development opportunities which will include:

Interchange programmes to help individual staff members gain experience in other
sections of the Library. This may be done by job exchange, or job sharing, or job

release for a certain period of time. The overall aim of the programme is to further
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structure,

o Planning should be focused on decisions and actions rather than on documents.
o The process should allow some flexibility and encourage innovation.

o It should unite plans with individual work plans.

o It should be linked to the resource allocation process.

Strategic planning has worked for the business community and according to Corrall (1994: 44)
strategic planning techniques have shown good results in libraries which have already applied
them throughout the world. Because strategic planning also focuses on the setting and
accomplishment of the goals and objectives of the organisation, it can make a considerable
contribution towards organisational effectiveness; without proper planning, no rational
indicators of effectiveness can easily be determined. As Ruiggs (1987: 52) puts it, "it (ie.
strategic planning) provides the library leadership with a grand opportunity to turn the comer

from being creative with things to being creative with people."

Strategic planning is an awesome and complex management tool. If operationalised properly,

good results may be yielded. Riggs (1984:5) gives an outline of the benefits that are to be

realised if a library moves from traditional planning to strategic planning as follows:
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selling stationery to make more money.

The image of a library and the service it provides depend much on its staff members. Without a
well-trained and efficient staff good services cannot be rendered even if the resources are
abundant. Staff development is therefore a factor that should be given greater consideration in
a library's strategic plan. In their strategic planning, both libraries see the training of their staff
as very essential and as an opportunity for their survival. However their approaches are slightly
different. The University of Fort Hare Library proposes that the Library Assistants should be
encouraged to study part-time to improve their academic qualifications to become professional
librarians. To the University of Port Elizabeth Library the emphasis is more on on-the-job
training like work rotation, interchange programmes, secondment to other libraries, individual

skills development, etc.

Closely related to staff development is the training of library users. The librarians should be
competent enough to train the users. It is no use acquiring resources when the users cannot
make use of them. Both libraries have training programmes in their strategic plans for the
users. It needs to be stressed, however, that the University of Fort Hare Library has more
“library illiterates" than the University of Port Elizabeth Library. The former should therefore

devote more resources to training the users than the latter.

5.3 Recommendations

Strategic planning concentrates on the direction in which the orgamsation should move and

how to achieve that movement. Since strategic planning is clearly long-term it faces the danger
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APPENDIX 1

QUESTIONNAIRE

How long is your experience as a librarian? Years

How long have you been in your present library? ! Years

Please, place an ‘X’ against the option (s) of your choice.

What is your rank in the library?

(a) Assistant librarian

L]

(b) Librarian

(c) Senior libranian

(d)  Deputy University Librarian

N IO R N I P

(e)  University librarian

€y Other (specify)

Are you involved in the library’s management decision making, especially strategic
planning?

(a) Not involved at all j
(b) Partly involved D

(c) Fully involved |:|
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