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Pro Igmsi thehﬂ nagement

L%‘rar In '] cfu dlnglhe
ransmon erio

Artur Jazdon and Tomasz Olszewski
Poznan University Library, Poland

This article attemPE 0 rowde an overview of the curg sit ua |on int he
transition period of the main Polish academic libraries and the problems the

strugple with In thelreve day routine work. It also tries to |dent|f mo
clearly the priorit areas orlmprovement When we say main_academic
libraries we mean those collectin ahou%?O er cen tof he sme tlfcou L,oud;
?athered In Poland. The overvie a(? worked out with Nn
nformation drawn ulp from common an ch%ractenstlcexamnlest eoun at
heUnlversnyleraymPoznan which is the parent institution for both of the
authors, although he examples rowded in the arhﬁle will include those from
otherhbranesaswel It negds no explanation here that the present situation In
Poznan University Library Is invery many instances similaror even identjcal to
ha‘\ of Hherhbr nes in oIand Bu e(would like t ﬂstress that the Problema

eql here are to sho Ibrary_has to concentrate on an
Wlhmﬂ Inact, we do, an nottos ow [hatweare ba¥fle andperpFexeaE them.

Developments in Universit Teachln%
The characterjstic feature of the Polish e fatlonal system in the 1990s is a
large Increase In the number of students involved. I, in"1990, there were 17,00

students, three years later, in 1993 the number was more than doubled an
reached 177,000, New unjversities have appeared and eX|st|n(r1 Qnes have
0 ened new. facul ties or colleges and have also developed new sPec alizations n
their educational systems The number of unlversny taffhasaso con5|derably
Increased. AIIth|s un ortunateI?/ has not b een followed gamatc mg
development of academic libraries, especially in terms of book stora
developments and the number of seats in readmg rooms, nor in the professmnal
development of staff members of libraries and the mcrease in_budget
allowances provided for hosehbranes e Peuallgforboo acquisition),

With that in mind we can see that as far as Poznan University Library is
concerned, the number of students has almost doubled while the number of

My; ate 9| ticle is based on a paper presented at the European Library Forum in Prague on 12

1994lehra?/

Review, VoL 43No. 8,
31:39.0 h/L‘BUnlvem %
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library staff workers has been at the same time reduced. In 1991 there were 173
staff members and 12,000 students; in 194,138 people have to deal with 22,000
students. Similarly. acquisitions expenditures were In 1991 about $460,000, and
In 1993 only $342,000.

Organizational Structure

1N€ organizational structures Ol academig libraries in Poland were introduced
in the earty 19605 and were created according o Soviet librarianship standards.
Since then, regardless of the conditions of their functioning, they have not been
altered, being’modified at the most, which meant appointmenit of groups for
special assignments or the addition of new posts in specific areas of need. This

resulted Ind supertlurty (overgrowth) of organizational structures. In the case of

Poznan University Library, the organizational structure of this type was
ironically dubbed & “Baroque structure™ In 1991, oyt of the 173 staff members,
there were 46 senior posts of different supervisgrs controlling various
departments, sections, study-rooms, and o on. This dispersion of library tasks
was a considerable sethack in proper management; dlsse_ml,nan?n of sclentific
Information and ;f)erformance of sgemal tasks; and 1t finally caused the
dlsR,erslon ofgro essional competence and authority and hampered the
monitoring of task performance. = , o
Even many years ago it hecame quite clear that a major change in library
structure, namel¥ to one of a smaller number of divisions and Sections but
Iar%erlnte,rmio staffing and mor%,ﬂex,lble,ln fulfilling library tasks, was
nighly desirable. The first step in this direction In Poland was'made at the
University of Poznan Library which reduced the number of its divisions to
eight. Additionally, two of these are likely to merge with the rest once the library
nas been automated. Today, In terms of chanqes In library reorgianl_zanon_s,
Torun University Library has gone even further, retaining only six man
divisions of the library. ~~ . _ T
It is our opinion that this kind of change in other Polish libraries is imminent
not only because of its organizational merits but also because of its financial
advantages. One of the main questions arising here, on the eve of d¥nam|c
developments in library automation, is a serious dilemma we are confronted
with - should one reorganize a library before the introduction of automation or
IS It better to Wﬁlt an s?e how the computerization of the library will force
organizational changes of Its own? o o
he other important task is to connect the main library with, its
departmental libraries to make, as far as resources permit, the library’ direct
contribution to their work more valuable. Because of the tendency of giving the
faculties of the University the independence they claim (including financiaf) we
witness the more and. more distinct separation”of sectional and departmental
libraries from the main library, which become subdued by relevant faculties,
Instifutes or chairs. This is unfortunately followed by the process of hampering
sensible stock acquisition, strengthening staff estalishment or maintaining

niform policy. {n wage scales. As a result, we have a too elaborate and erratic
Heve(iopn[l)ent gfl)ranc libraries with every Institute or chair.

thanc.es o :

The main problems of academic libraries in Poland (not unlike man}g others)
derive not only from the |,nade1quac of library budgets but also from the faulty
sxstem of I.|brar¥ fundu]g. he gor onstacle’here Is that the budget IS
announced In March-April"of the budgetary year. It IS also then that we'leam
aﬁg%tr% a%H?jli nS|ze of the budget and the’size of all the remaining sources of

Low aXd madgquate_budgets do not allow staff development, although
obviously there are certain reserves that can be brought UP through InCrease n
Worklnqca aut{y, |m)P,ro,vement of ererformance cha ?es n staff Structure and
In recieployment of existing posts. There are no financial possibilities, however,
o raise Wa%es within the Same staff levels and create a Situation i which the
Introduction of perf?]r,mance-related bonu?es promoting gr?ater effec_tlvenef]s,
Job satistaction and higher m,o,raleamon% Ibrary staft, W u,d,b? possible. The
Inade Hames 3f||brar, a Lil%l'[lon budgets are gs’oemally visible, Ojélst as they
are In em? ernization of I rargproc sses and library accommadation.

WEat re?]l y Impedes senslﬁle résource de onmenhls the ffact Wa% a3 ﬁ rHIe
the library has to Operate with  very modest Interim ud%et or the first half of
Eyiear antd only in the months that follow, when money Comes, are we able to
alance It . O e _—

Another factor hampering a sensible flnanclfl policy is the fact that,
seParate from budget grants, lioraries receive special (centra I?; Iannedg rants
fo enodma(!s sU scngnoni, CE-ROM databases Fnd computer software
pur hases%n %ve,nfor pecial fasks. Theﬁea itional grants are sure to come
every year putt e|ramountandt|m|ntq IS highly unpredictable. Another source
ﬂf flnanc;l%l.su%ort IS the parent institution Wherﬁ ljbraries can turn to seek

elpIntin mq nds for thelr statutory activity or ther own research activities.
B,e?eﬂﬁwl as hezlare, they still, however, make any planned financial policy
virually impossible. o L
_On tIXe other hand, however, there are certain facilities that help Ilbrarle%to
improve their financial sjtuation in their qwn way, External income'comes either
from selll\r}\g information and prowP,ln% various services or from r?ntal
contracts. We also obtain income from fines for verdue books but, still, all this
IS only a small fraction |(Inot exceeding 3 per cent) of the whole budget. Lack of
experience and, above all, present legal regulations are the major obstacle here.

Staffin

For mang years there were no problems in staffing policy in academic libraris:
a well-réasoned application to the University atthorities for a new post for
everP/ new 10,000 volumes in a library’s holdings was usuall a,cc,egted. This
has fadically changed In the past thre years when many universities and their
libraries have made a large number of their staff redundant (usually 20 per cent
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butalso up to 30 per cent). The figure for Poznan University Library was 26 per
cent almost one third of the staff has been made redundant. Meanwhile, new
tasks areput hefore Irbrarres automation, free access to books new readrng
rooms etc. All this has caused a new situation for P?“?h Irbra{ es inwhich lac
of professional staff for new assignments Is particularly painfu

UntrI urte recently the selec tion of library staff was hased on ne[qatrve
selec on 0bs_were |venon %hlose who'h dnotbeen able torrr wor
anywhere else. They sually lett the [1brary an rbrarranshrp once they ha
found morernterestrng o better paid gobs faff f uctuatro] reached about 25

Per cent there was no stabilizing of staff, or any real attachment t éob no
eal wil rnr{;ness for professional development, and Irbrary managemen ways
had vacant posts to offer.

This situation h?s partly charaged since the mtroductron to our post-

communrst society of the notion, and‘actual occurrence, of unemployment. Now
we ace the roblgm ofs ?fs?t qes Staf??luctuatron has decl?ea%ed to 8 er
centh u at the same time present staff memb elrs aY]ecund Ih raru n
are reluctant to go. Asarsult 0ne cannot re] [ace them wi hthosewho ea
D Ay
gtépTo tell the rJuth however, It |s%er hard(‘to att rgactqhem thr)Ie the averag
thW%? acket at the UnrversrxofPoznanLrbrar y for 1993 b 8

million’zl ($135), Whereas the average atlonal monthly aymentwasa out
$25? Thrssr lona dalsot eﬁ)c ofsuffrcren nd Epro flate e Li gmentat
he rbrarranb IS osa inmany libraries: a acko wide International contacts:
no Ferformance related bonuses; no chance forrnternal promotron (or 0 e ter
Institut |onsz for frnancra | d) rovement; and, lfbut not least, the ver o]w
grestr e of the profession an ternstrtutron 'itself,_not only n thee es ft
verage man n hei reet but also among t the scientific com unrt?{ dge are
Botfe couragrngwe -edlucated people to"enter or become really engaged'in the

On th other and, the efficiency of work in Polish libraries.is much to
improved. Here, neag Irgrarrans sh ufdnohonl aimt ocha é;e |fpossrrt %ﬁ
ﬁr sent legal regulations - nowadays ere are no standard saB |ed or
etermin| gneeds (e.0. expend rurefer student or numb erso 00KS, per
%dentrn a hsube t field) - but also to chaﬂﬂe theme ar oftherr
ubordinates, ecause e widespread and power rmpacto ong-standing
bad habits is terrifyi g

For many reas ns the structure and the level of professional education
among staff members of the LrbrarP/ i also unsatrsfactory At Poznan
University Library half of the ersonne are unrvererraduates inothers: M.
Curie University™- 35 per cent, Jagiellonjan Univers o per cent, Ld
University ofTechnoIo%y 60 per cent, Gdansk UnrversryofTechnoIog
per cent). More often than not they are well educated and the fact tha herr
duties are sometimes very simple’and uncomplicated Produces frustratron
among them and, in conseduence, makes the management and the organization

of work more difficult, It simgly impedes the forming of an “elite” - in the
favou_rablemeanrngi of the word. _
This problem will certainly not be solved in the near future.

The Profrles of CoIIectrons

If our library wants to marn fain and develoi) sposrtron as heUnrversrt}rS
rincipal rnforrnatron % supg c hng ang research
rogramme for Its ren al sho accoun the"need to emphasrze
|nforma tion deIrvery rather than materials sharing, as well as network services

and co-operation in‘Tesource sharin
ﬁ% Ei F ?researchlrbrarres hut also of all academic
ic

It 15 a fault not only of unjversit
Irbrarres that therrac uisition, policy has not been targeted to this end, thus

Hrgt ocomPre ensive, toowr eand not strictly des Og ed to.su Port research
and didactic processes in'the selected areas representedat the institution and, at
the last, madeb chance ’gsometrmeswrthoutpro er market research or surve
ofusers need nd dem ?R Eort oman ear was quantity that counted,
according to emotto the estatr he etter.

We should realize hat th 5 stage IS now We Il over and behind us. This,
however, does not mean that im rovemgnt IS Imminent. For instance, the
national | progec t of central resources, based on central research librarigs and a
network of other libraries in co- o eratrve arrangements, which was Initiated
In the 1970s, has only been nct |on|n on a very. limited scale. The
dll)usments S0 far coveron%areaso m[Jor expenditure, like Ferrodrcal
subscriptions, an consrst of the reduction othe ndis en?ablem
the nymber of sybscriptions to the same hl? 1ytech ical, titles offorerg
Eerlrodrcals on a large national scaIe and, first of all onamuch smaller local
cale

In P%znaH %)r mstatnceth heAre has bee]n Aan agretement in thorce srr&ce 1993,
Si e Univeysi cademy of Agricultyre, the Medical Agade
ngd] l.¥nrversryo{T chno% (j FWH/efourgeducatrona rns utronso?hr H]e)r
e ucatron in the"town). form tual (and ob rga ory) exchange of maerra
Irrelevant to t Berrcollﬁcthmr frtes Itrsefpecr % ortantrnth case of e
Unrversr lbrary w the special status ot a depository librar Ieg

Eosrt hrs provides that nearIP/ aIIPoIrsh magazrnes ang éerrodr als dre
obtained b ourcoIIectron The titles that are not in line with our library’s
collection are then transferred to the other libraries in question. This a pIres
nearly 300 titles and In conse uence of this co- operatron these librariés do not
havet opurchase them and eUnrversrqu rary Is not burdened with
unnecessary storage of material irrelevant o the Irbrar 5 holdings and may
focus on cdllecting material particularly designed t sugpor t research and
didactic processes; rn the selected areas of scierice and arts represented at the
faculties of the University.

Incident aIIy the sfatus of a depository library posesaserrousProbIem
There are nine out of 11 university libraries in Poland that are In the same
position. Theoretically they should"form a good base for the acquisition of all

nimum of
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provided by CD ROM services, than information on Polish it r ture. However,
er

Polish literature. However only 50 per cent of Polish books in print finally get to
the recipient libraries. What is rreore we never know Wheeheragrvelngtr le E(es”g'k” h?h%esN age ee”r;ar”%%db rEUg E%U%Twh%?skacga | eg Polska Izba
reaches ourcollec tion or not. Thrs mconsequence creates a sifuation in which undert gkeatas ul5\| ac mpre ensrve annuaPca fo Ue 0 00 srn
ﬁelt er 0”0(5 ve(fgrven pub |f tion at all or we have dUF“CFECO Ies of it mtwhrch |ssuppose toh epu Irshed in prrne formand on f (I]o iskettes.
when we have decided t0 buy 1t. All this requires a change in the law governing sareay been noticed by Polish libraries is the fact Fhal;, uite
higher educati |on Weshoulder herbedeprrvedof he roublesomesta usorthe equenﬁ uick” expert and reIev\/an m?ormatron aboutapublrca ,0ﬂ its
Ub||IICSh[|erI§ i t?] %e?” %%S%I’\ae“ I'ell'li uPy nd 0,[ Ig |0ntt0 send exrstencean% eWGStoreachI |smore|mportantthanaCtua| possessron of
o T BT one nta r?rsrn R et 3'0”5 0“ the item: information deIrvere{ rather than material coIIechon That |s why the
bl 3 UL On them in cases where they do not comp retrieval of information, CD OMda abases on Jine searches through Internet,
(today’s lega regulatrons lack this provision). Either of the so utions would be remote ccess etc. are o much praised and required.
Detter than what we have OWP lish the 7l hangeabl FrnaﬁR/ there is the robIeEn of stock weeding, that is, the ract |ce of
intoar oy year \avrdegurreenco i ChTEne haden%)%%a\nvcﬁalnr%sgd(?cgsn?e% ¢ djscard ?stock €s ecraII retro gctrve weeding. In every libr r}/t ere IS
h h f library materia formed a always a arge number of Hooks a hermaterrals that aecand dates for
forerg ﬁUb“CE‘“O”S Thus, the. excharige 0 discaring b cause of Irrelevance or outdatedness. Forman years his kind of
srgnr ca tsource of book and Perrodrc%l accessron and %rfts ofan sortwere se?ectron drd not exrst in pofand and., as a result ?% Ates for Poznan
also wele omed '\]lOVr\]/ Whenkwe altzett) at ac ursrtroTnm st be more are UnrversryLr by ?n Warsaw Univeysity Librar mdrcatet at about 10 per
reorganrza Iton? IS WOr Sr?ems ofentelce saroy his ag plies p r{nﬁ cent of the wholeof the library stock(ze about 200,000 V?Iumes In each) are
Cﬁf N res “dC '0H5b0” fXC ﬁ” €0 Udltca |f|15 (savi shrnsa ork qood candjdates for discarding. In Poznan, owing to staf shortages We are
allocat |onsan In the DOOK exc angeex enditure allocations). The savings may inable to increase the numbers of this discarded stock beyond aBout 10,000
eredep oyed In t arg eted books?cbk gurchases Voﬁjmes
e B S s i o
Mg, NOWEVET, We Storage Situation.and Circulatign
haveh een given atnhor#])or u(rjng 0 gx%rﬁrse free c?ntrol over rrr]em "h hjelrbrar R Ret rosgectrve selection 1s also benefrfral mtermsof hesor ge sréua ion and
purchases, % l flome and abroad. This |ssurem] tep.In the rignt directio materralacc mmodation, which in Poland | i art |cu arl bad 057¢z and
Anot [l” that Is not present any ore. ojch 1 urte vious méhe Poznan U ?1993an mWarszawa Krakow and Wraclaw, 1. %e leading
present polit srtuatron IS censorship whrc Y ears ha aca emrctharresrn the coun |t|’sst|ﬂverah
gulmr]alege?r rgsfSC}oSSpeC'a ly on the vaU|5| on ofmaterras rom- Polish l|< rarrelsbc losed st Ofrck coll{ ctions and the tradm?n of building separate
he Very org anrzatron of hook acquisition and methods of material selection th?g,ssvg’{ }nﬂ%r expecte %sbr)n%uerg eerg %%Cfeffcstvéﬁual n'ﬂ]] Or?f\}glg y&ber\éerg,
unfortunatelystrll osea ?blem In manr%/ Polish libraries. Poznan Unrversrt% isinap srtron i0 offer ts stock partly on open acceZ
|-| fary Wasta 0od Lexanpte here. Ft0f any years.a spect ecial section Wt Ic Cirala |onof heIrbrar tock (a beach) e]ved H herbgbookson loan orby
|One hal eam of WOft edeCO”S'S in ? oligh b hd)?d/ radua i open afcess for referenc use The [atter shoul ferred owin to
b ka %l d aean hanfarlcda ogydlra%uae at eclde on e Possrbr %s |tafford%forrirotectron of the stock (at Poznan Universit |rary
WOO Sn Uf aef errrn € TIel0 07§ ace |9 0f0ft|ﬁn ah angr{ages here are anout 2,000 book losses a year! andowrngotheiaossrbrlrty f[imiting
Was Sss dwrt?rcsasgcora ?S%e%vaeryﬁ?épu“n.a” 8v|8egsgrsrl g e erwaé the number of texihoo srnheavydemand and the possible easing of the space
tpr y an anclilary an roblem Wr h|n this context It |s Worth nating, though, that in Poland for one
Fel{c{et%’Z%CQSBCgLf%rVr'Igﬁlngée %%%'S'norﬂf concertnrrﬂgthook %electrrgn gave beﬁ” fead ngp lace the average number of users |32%1 "B 3t Pozren University of
niversity Library has introduced
samescgemeas wg? Inman?/ | frarrresamotre ac};we 10 eana \rcrsory mat ers |s [?CPa’}O J ar402 mﬁir(eo University of Techno ogy an ot Poznan Universiy
expected from academic Circles oft earen Instittion, byt unfortunate Newreadrn laces in the library, for students and staff, better shelving and
ar d”0t ver?/drntereste |rn Joining l?arralns in this wotrkbNeverthe 65% display arrangge ents seem {0 be)anecessrty More reading places meary less
wi enrn? ecrsrtfnma ng |nma erial selection seems 0 eunavorda e time spent In Waitin forapublrcatronon Ioan For some research and academic
ol boedﬁgt#rmbrrhma?raccgrsts Oo?ﬁ?rl]'ogrﬁﬁh'catl In orgnatronand In ormatron ibrartes 4 new problem arises, namely that of determining access to the
lications. Strangely enou
casier 10 get (0 |b||ograph|ca?|nfor?np ation on foreign Irgergurev?hrch library’s holdings for users from outside the university or institute. The law



governing higher educatign provides that all Polish university libraries serve as

public libraries aIIowm%f_or public use without any fee. Now, it Is very hard to

Bersuade the general public at large to turn to public libraries in their search for
00Ks 0f, say, Tiction. S _

Inthis context jt is worth mentioning microforms, which allow us to preserve
rare or vulnerable material (such as nineteenth centurY publications) and,
again, ease the sPace problem. It is sad, however, that all research university
libraries, except the National Library and the university libraries in Wroclaw
and Warsaw, lack a WeII-eguapped_ microform sudy room. This situation may
change once the Bosch-funded project has been launched. Toavoid duplicatjon,
however, microform Fro;ects should be monitored by some central institytion,
which s unfortunately not the case in Poland. Theré have not been any Iarﬁe-
scale projects on a co-operative basis either. To make things even worse, all this
combined with the currently substandard quality of the equipment at the
liprary’ disposal impedes litirary service in this matter. One should not forget
eitherabout users’ aversion to using microforms when a library has the original
material In Its holdings.

Automation

The automation of library Frocedures i a problem in itself. major enough to be
dealt with jn a separate article. The automation of Polish Jibraries, despite the
fact that it has already been infroduced m many, is still in its initral phase.

The fact that no uniform, standardized, automation prohect has been widely
adopted, and no centra] and co-ordinating centre to tackle the problem has been
established, is sometimes attributed to the general inabifity of the Polish
National Library to form and maintain the position ot a co-ordinator.

As a result, Some academic libraries, with the help of their rather meag}re
resources or financial suanort from other sources - the Mellon Foundation, Tor
example - ‘have already embarked on their own automation projects. Some of
them work qn a co-operative basis, with a unified and joint approach to the
Problem, trqu to introduce the VTLS integrated compiter system, following
he pattern th? has been established ?]pontaneouslmlthe Mellon_Foundatiop
with the first few grant recipients in the library aufomiation areg. Others work
on their own ang t\ﬁregare computerized retrieval systems with the help of
hardware and software produced locally. . _

|t was only quite recently that the National Library, forced or prompted by
these actions, reached a decision to sele%t a format for their catalogue
description, thus establishing a pattern for other Polish libraries.

It seems that a plan for ljbrary automation that is worked out together by
several local institutions and that results in a single project, prepared together
by all the participating libraries, gradually betomesa standard in Poland
through the piecemeal implementdtion of library automation by individual
Instifutions. A plan to automate jointly has already been adopted in Krakow,
Lublin, Lodz and Poznan.

Our own databases and the access to them - especially through the Internet
system - will be realized in the near future.

SHmmaw. . o .
This overview of the problems in organization and functioning of research
libraries in Polfnd proves Lhat old organletlonaI structures, procedures and
hablxss ould all goor be cf anged. To accelerate this chanr%;e, an_%es in Iegal
requlations and library legislafion are necessary, and an iricrease In resources
allocated to suence_%n education unavoidable. Our ultimate %oal Is.to maintain
and develop the Library’s position as the UmversﬂXs Hrm, Ipal information
provider insu gortoft_eachmg and research and t?e hance Its stan,dln%as one
of the leading academic research libraries in Poland. But, what is alSo very
|mPorta,nt, [ibrarians themselves, sgemally senioy staff and managerial staff in
Polish libraries, should realize th? new function of libraries and be aware of the
exprectatlons of their users and, of the wa ? to meet them.

hese fa%to_rs, combined with Ingvita eavtomﬁtlon ofllt%rary rocedures
Is)htl)_uhdl_rgsu_t In the years to come in a complete change In the appearance of
olish libraries.
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