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Dear Mr. Gadsby : N |

Booz- Allen is pleased to submlt our Fmal Report Management Review of
the Library of Congress, to the General Accountmg Off1ce

This report reﬂects our analy of this Fcomplex and multifaceted
institution. It provides information’ for the. Library of Congress, its stakeholders,
and its customers as the Library prepares to.meet the challenges of the 21st
century. In addition, it provides a series of f1nd1ngs, conclusions, and
recommendations that should be useful to Congress as they debate the future
mission of the Library of 'Congress A | |

The report is contamed in two volumes: B
VOLUME 1
¢ Executive Summary summarizes highlights of the report.

) Sections of the review include:

- Background—Descrlbes the background of the pro;ect and the scope
of our effort. .

- Overarchmg Issues—Addresses issues of m1ss1on, management,
- workforce, and revenue opportunltles that affect all areas being

reV1ewed

- Infrastructure—Focuses on the areas of fac111t1es, securlty, and
technology usage

'~ Human Resources—Presents evaluatlon of the Library’s human
resources management.
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VVOLUME 2

o Case Studles—Presents examples of various dec1s1on-mak1ng
processes W1th1n the Library.

‘¢ Comments from Library of Congress—-Letter dated Aprll 26,199,
to the General Accounting Office from the Actmg Deputy L1brar1an of
‘Congress.

. Appendlces——Presents supportlng documentatlon and ana1y51s
' ”referenced in the body of the report. " ¢

‘We would liké to take this opportunity to express our sincere
appreciation to both the General Accounting Office and the Library of

. Congress for their closé cooperatlon during the course of this study. We
_.particularly appreciate the courtesy extended fous by L1brary staff as we
v\‘_'operated within a ety challenging schedule. The completmn of this effort is -
_ in large part due to their candor and thoughtfulness In addition, we found
the insights of individuals in the library community across the nation
_invaluable as we assessed the L1brary s practlces through the eyes of 1ts

customers and stakeholdets.

It has been a pleasure workmg W1th you and your staff over the past

f‘several months.” Thank you for the opportunity to work w1th the General

Accounting Ofﬁce on thlS important assignment.

Very tru,l,Y\_'__Y‘?urs.'

HOOZ-ALLEN & HAMILTON INC.

Joyce C. Doria
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EXECUTIVE S UMMARY

The Library of Congress is the world's largest library, d1rectly servmg the
Congress, a broad national constituency of the American public and its libraries, and
a worldwide research community. Originally established by Thomas Jefferson to
support the legislature, the Library of Congress still adheres to the Jeffersonian
concept of universality—that there was ". . . no‘subject to Wthh a Member of
Congress may not have occasion to refer.”

The Library's leglslatrve support role was strengthened in 1914 When the
Legislative Reference Service, currently the Congressional Research Service (CRS),
was established to provide research and the scientific use of information to solve
problems and support policy decisions. Two Library innovations positioned it as a

~ public leader in systematizing intellectual activity and knowledge development. In

the early 1900s, the Library's classification and cataloging schemes and its printed
catalog ‘cards established bibliographic standards and encouraged cooperation among
librarians and scholars nationally and internationally. ‘In the 1960s, the Library '
created its Machine Readable Cataloging (MARC) format for converting,
mamtarnmg, and distributing bibliographic information that became the natlonal
standard in 1971 and the mternatlonal standard in 1973. , -

The Library maintains its collections of classified books and pamphlets and
special format, language, and subject materials in three large, historical facilities on
Capltol Hill—the Jefferson, Adams, and Madison buildings——and various annexes
in the Washington, D.C. area.” With approximately 4,500 employees and an-annual
appropriation of approximately $350 million, the Library has operations that are
currently managed through an Executive Commlttee, Semor Management
Reporting Group, and four major services or operatlons L1brary Servmes, CRS
Copyright Office, and Law Library. SRRk

Legislated responsibilities range from collectlons acqursltlon, catalogmg,
preservation, and collections management to delivering products and services to a
broad national and international constituency including Congress, libraries,
publishers, scholars, the blind and physmally handlcapped and a wide cross-sectlon
of the American public. e

Each day, the L1brary receives more than 10 000 items of wh1ch about 7,000 (2.5
million a year) are added to the collections. Currently, the management of these
sizable collections is challengmg the Library's operational capabilities and resources,
and is resulting in identified issues with cataloging arrearages, security, facilities,
and Library employees. These issues and approaches to addressing them have
focused congressional attention on Library operations.

Executive Summary-1
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“operations of the Library and develop recommendations for performance’

specific services.

\ approaches supplemented where approprlate, by techmques spec1f1c to ea_ch )

Booz-Allen- & I—lamilton

In August 1995 the Senate Appropnatrons Commlttee, in.a letter to the o
Comptroller General for the General Accounting Office (GAO), requested that the
GAO perform a‘'management review:and financial audit of the Library of Congress.

In December 1995, the GAO contracted with Booz-Allen & Hamilton Inc. to conduct

a management review of the Library to support L1brary FY 1997 congressional -
hearings.  To complement this management review, GAO also. contracted with Price
Waterhouse to conduct a revrew of Library financial management : '

Ob]ectrves and Scope

.. Booz-Allen was engaged to examine six major:issue: areas, principally through
analysrs of three ma]or services of the L1brary Exh1b1t 1 presents the focus of this

management review.

Library of Congress Management Review _F'ocus-

- “General: Management - : SR : o
- Human:Resources.. -.© . = “|. " . Collections Services
- Products, Services, and Fees ' .. - .| .- - CopyrightOffice .
Facilities ‘ | Congressional Research Service
- ‘Security - . T SRS ENE ST ST NPT 7
, .~Techno‘|o_gy Usage»; SRS A IR TN E

i .

“Ovetall’ ob]ectlves of this review were to assess current management

improvements in general management, human resources, security, facilities, and
technology usage. In the area of products, services and fees, the ob]ectlve wasto
assess. the revenue potential of chargmg fees that recover full cost.in prov1dmg four

Methodology

The overall methodology consrsted of six primary data collectron and analy31s

. therature search and source reviews of more than 300 Lrbrary-related
studres and documents mcludmg legrslatlon and congressronal testlmony

L ANPER v

- ob Interv1ews w1th more than 17(l 1nd1v1duals

o Twenty seven focus groups with Library off1c1als, congressional staff and
external groups.

e Process reviews to basellne products and services ‘ IR e

Executive Summary-2
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o Benchmarkmg vrsrts to Federal agenc1es, unrvers1ty 11brar1es, pubhc
o 11brar1es, and commerc1al clearlnghouses ‘ :

° Case. study development to test management procedures in the followmg .

.- areas

Arrearage Reductlon ,
‘= - 'Competitive Selection Process -
Collections Security =~ -
Fort Meade Storage Facility
National Digital Library.

Addltronally, Booz Allen is conductmg a basehne employee survey of lerary of
Congress staff that will be completed shortly after this report. .

OVERARCHING??ISSUES |
MISSION e e e e

The mission of the Library of Congress has been the top1c of mtermlttent
debate for nearly 200 years. There is no dispute that the Library was established to
store “. . . such books as may be necessary for the use of Congress . . .” that were

purchased w1th a $5, 000 approprlatlon signed into law on- Apr11 24, 1800 !

Var10us further functlons have been assigned to the L1brary across the
subsequent decades, some having little direct connection to its role as a
congressional library. The Library’s act1v1t1es today encompass an ad hoc role as
National Library and an international presence in developing its. collectlons and
addressing Library i 1ssues worldw1de o L

Findings and Conclusrons

- The Library operates under broad statutory authorlty The statutory authorlty
of the Lrbrary of Congress provides specific guidance for a number of programs.
Throughout its 195-year history, the Library has been given responsibility and

funding for a variety of new initiatives with specific authorities. A key contributor

to further expansion of the Library’s role was the 1897 legislation authorizing the
Librarian of Congress to make rules and regulations for the Library. This
authorization has provided the Librarian with the ‘capability to initiate pro]ects and
programs that become individually funded’ ‘through congressmnal appropriation
and become: permanent components of: Lrbrary act1v1t1es

For the last century, the roles and mlssron of the L1brary have continued to
expand both through Librarian initiatives ‘and congressional legislation. This

! John Y. Cole, Jefferson’s Legacy, A Brief History of the Library of Congress, 1993, |

Executive Summary-3
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growth has been accompanled by an 1ncreasmg range of products and serv1ces for 1ts
constituencies, the American public, and the international commumty, and has
resulted in an extremely: broad and expanding range of. lerary human physical,
technology, and f1nanc1a1 resource requlrements : » -

The L1brary s current mission statement contmues to prov1de a broad ‘
framework for guldmg the Library. Full text of the mission and strategic priorities
statement appears in Appendlx A. In October 1995 the Librarian of Congress
articulated the lerary s mission as follows: - _

.. The Lzbrary s m:ss:on is to make zts resources uvuzluble and useful
- to the Congress and-the American. people and to sustain and :
- preserve.a universal collectzon of knowledge and creuthty for
future generutzons & S

The lerary has identity and acceptance as Amerlca S natlonal llbrary,‘but may
not be effectively: fulflllmg a national mission. In.1992, the American Library = .
Association (ALA), in testimony concerning Senate bill 2748, the Library of Congress

‘Fund Act of 1992, stated, “Although never formally-designated as such; the Library

of Congress functions as the national library of the Un1ted States.” The lerary s
own pubhcat1ons often assert this role. ., . ;

W1th1n the natlonal role, the national hbrary communlty vrews the Library
of Congress as a leader and focal point in setting some'standards in cataloging,
classification, and. other library issues. However, the national hbrary community
representatives in focus groups and interviews said that the Library’s. historic:role of

“national library leadershlp has deteriorated. The library community representatives

stated that this role is critical in the future to deal with rapidly evolving technology
and 1nformat10n issues. No other orgamzatron is prov1d1ng this leadership.

A strong perceptlon ex1sts among the U.S. llbrary community that the lerary
of Congress is not well positioned to address the unique library challenges and
opportunities created by dynamic advances in digital information, communication,
and storage technologies. The national library community sees future library
capabilities, functions, and work _processes being transformed by these technologles
They described a much more volatile information and pubhshmg envirohment
already being influenced by online storage, distribution, and access to information.
Traditional library functions such as cataloging, storage, and preservation may -
require radically new approaches to effectively ad]ust to new mformat1on S

env1ronments

The lerary of Congress has an international presence and has selectively
engaged in international commitments. Following World War I, the Library
established a presence in Europe and elsewhere through expanding acquisition
agreements. The foreign language collections expanded to the present day to.
constitute approximately 50 percent of the Library’s book collections and -
approximately 60 percent of the cataloging workload. The scope and extent of the

Executive Summary-4
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L1brary s fore1gn language collect1ons make the L1brary of Congress unlque among

the world’s nat1onal 11brar1es.

Several altematlve missions and roles could be consrdered to shape the

future of the Library. Three missions can be used to characterize the potential scope -
of activities of the Library directly supporting: Congress; the natron, and. the world
commun1ty of libraries, pubhshers, and scholars. Exh1b1t 2 presents the three

mission alternat1ves

. EXHIBIT 2
Lrbrary of Congress - Alternatlve Mlssmns

Focuses the Library s functions toward the

broadly defined congressronal needs and
Federal govemment plus CRS-like research.

=ongmal role of serving as the lerary of . ...

' 'Congress essentrallyacollectron llmrted to
~7:|: commentators.believe'that the national Ilbrary

~role is more lmportant than.the Congresslonal

+ | Other functions go-elsewhere or dlsappear, for . ,‘ Irbrary role. )

There would be no national library, Leaders'hlp
of the information/library community would be
mlssmg or seized by ‘others. (Some

' _example, publlc outreach..

Vrews the lerary s roIe asa natronal one W|th
some limits on mterpretatlon and cultural
programs which may be’ placed elsewhere, e g .
exhrbrts, dlsplays -

o

.|.The natlonal L|brary role would be formally
acknowledged and the lerarys R
: Ieadershlp/partnenng role strengthened

“with national constrtuencres

,‘ ’! A variation of thls mlssron would preserve the ‘
'Congressional Collection/CRS role as/in‘Mission |

This ission would requrre mcre_ased mteractron

A, but create another institution to serve as the
national library and fulfill the bulk:of: thet present :

collectton and other lerary

Fulfllls the words of the mission statement of

legitimizing the expandéd interpretation and
collection programs, the latter including -

materials in many languages and from many
countries.

| With this acknowledged gIobaI scope, the size

October 1995. The terms “make . . . useful” and. of the collection expands enormously, with

“universal collection” are partlcularly powerful in

accompanying translation and processmg
consequences S :

/
3

As a basis for assessment and consrderatlon, we have presented as optlons

two contrastmg roles as follows.

Executive._ Summary-S e
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J Independent archlve/ knowledge developer—focused ‘on zndependent
- collection building and: constituent support - o

¢ Information/ knowledge broker—focused on a cooperutzve/collaboratzve |
focal point role among networks of U.S. and other nat1onal l1brar1es and

publishers.
Exhibit 3 further descnbes these roles

— EXHIBIT 3
lerary of Congress - Alternative Roles

| The Library continues to develop and manage |- Library collections and facility réquirements
collections independently in Library and other continue to expand rapidly based on collection

Federal government facilities. Traditional strategy and policies. Traditional areas of -
original cataloging and research or development | Library expertise, acquisitions, cataloging, and
functions are performed primarily by Library ‘preservation continue to grow.in importance and
functional components and staff. =~ ‘ - are the force behind future staffing

requirements. - Future technologles are strongly
| influenced by intemal operational néeds and are
|. supported by constituent capabilities.

Library’s principal role changes from beinga © | The present Library collection would be dealt
custodian of collections with an independent with by selective retention and/or transfer.to
operational role to a comprehensive broker or other institutions with arrangements for

réferral agency. The Library initiates | -appropriate preservatlon These institutions .
collaborative and cooperative relationships wlth are likely to be well-establrshed research 0
other libraries, consortia, and the like. It uses llbranes at universites.

computer communications technology to tell an
‘inquirer which library in the nation or world has
the specrﬂc information.

Other partrclpatlng mstrtutnons would need to
demonstrate their willingness and capability to
participate in such a system, especially those
responsible for collecting, storing, and
'provrdlng a specrfred class of mformatron

The bulk of the documents that are needed bya
requester located remotely from the document
storage location could'be shipped physwally by
regular or express mail. Even with massive
digitization, many books will never be digitized.

Alternative missions and roles would have dlfferent 1mpacts on the Library’s
resources, products and services and on its orgamzatlon, const1tuenc1es, and
funding. However, even more fundamental to comparing alternative missions for
the Library is the understanding and viewpoint one holds on the role of libraries in

Executive Summary-6
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society. For those who give to libraries a major role in the preservatlon,
organization, and provision of information in the- emerging. “information age,”
Role 1 will likely be unattractive—national leadership:is simply imperative. Those
principally concerned with serving the Congress are likely to be concerned with the
possible distraction from that role that is inherent in Role 2, collaborative |
1nformat10n /knowledge broker.

In an environment of constrained financial and human resources,
streamlining, down51zmg, and strategic focus of available resources are essential.
Concepts of mission and roles d1rect1y 1mpact f1nanc1al and other resources.

Current and Future Mlssmn Recommendatlon R

The Library’s current mission should be focused and dellmrted W1th1n the
Congress/Natlon mission, and planning should begin toward a future mission of
serving Congress and performlng as a national Informatlon/Knowledge Broker.

- Current Mlssmn

As documented in the 1996 testlmony of the Librarian of Congress and his
principal colleagues before the House Subcommittee on Appropriations, the
Library’s resources and- management mfrastructure is sorely stretched to perform the
current congressional and national missions. Accordingly, unless more resources
can be provided and the infrastructure - substantially strengthened, services to
Congress should continue as the main priority. To address resotirce issues, the
following candldate areas mrght be reduced: » '

e Acquisition of selected spec1a1 collectlons

. Foreign acquisitions s

e Selected English language acqu1s1tlons

e Original cataloging A 4

* Cultural affairs activities, exh1b1ts, drsplays, and performances

Further the current m1ss1on statement might be revised today to read:

The Library’s mission is to make knowledge available and useful to

Congress and available to the American people and to provide
“leadership in creating networks of institutions that enable the world’s
| knowledge resources to be shared ‘ :

v mstead of

The Library’s mission is to make its resources available and useful to the
. Congress and the American people and to sustain and preserve a
universal collectzon of knowledge and creathty for future generations.

Executive Summary-7
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Addressmg the 1ssues 1dent1f1ed throughout thrs report in nat1onal
leadersh1p, human resources, fac1ht1es, and security, the L1brary needs to move

rapidly to develop collaborative relat1onsh1ps with its primary ‘constituencies and to

identify and address major library community issues.  This effort requlres an”
increased emphasis on Library initiatives that have been developmg in recent years
to use the capabilities of the Library’s existing workforce most effectlvely and to
reduce the operat1onal act1v1t1es assoc1ated W1th collectlon bu1ldmg

T

‘Future Mission

The future mission of the L1brary of Congress will der1ve from three pr1nc1pal
developments: S ‘

o ‘»Informat1on is. mcreasmg in both Volume and the role 1t plays in soc1ety
¢ Technology for information handhng is becommg more powerful and™'
.. widespread . , S
* Society will mcreasmgly need and seek 1nst1tut10ns to prov1de better access
to, and usability of, information. e -- :

“. The Library of Congress, as the recognized ”natlon s llbrary,” is well-pos1tloned
to occupy a leadership role in guiding the development and coordinating the
functioning of networks of distributed information. .The Library would become an
electronic broker controlling standards, access protocols, and-classification and

indexing systems. Collections would be largely decentralized to other institutions,

probably by subject matter and/or format. This mission concept would involve a,
huge undertakmg, which would occur over a perlod of 10 to 20 years.

" A new and changed mission requlres ‘the’ thoughtful and thorough
examination and debate that the L1brary s heritage deserves. To help accomplish
this change, the Librarian needs to take the lead by preparmg a detalled plan that
outlines the pros and cons of the recommended mission and role as well as other
possible alternatives. Then all the affected stakeholders—Congress, government
agencies, state and local governments, libraries, publ1shers, information handlmg
businesses, and others—should be invited to join in examining the options. At the
end of this process, the mission of the L1brary of Congress should be affirmed in law.
and the level of resources should be prov1ded that w1ll enable the L1brary s future to'

be as d1stmgulshed as its past.
MANAGEMENT PROCESSES

The exammat1on of institutional management processes at the Library stems

from concerns raised both externally and mtemally about the direction and

management of the mst1tutlon Many of these issues had been recurrmg themes i
through multiple previous studies and discussions with Congress.

Executive Summary-8
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e The respons1b111ty for technology act1v1t1es d1v1ded between Informatlon
| 'Technoogy Services (ITS) and the’ serv1ce units " | N
o The lack of author1ty to follow through on L1brary-w1de securlty 1ssues
o . The lack of an mst1tut10nal advocate at the Library for long-range fac111t1es
,plannlng and an unclear division of respon31b111ty between the Architect
. of the Capltol and the L1brary o SRR o
e Lack of a training director with a large part of the workforce nearmg
retirement and no plan to replace critical skills.

' Recommendations

The lerary needs to capltahze on 1ts strengths, provrde for 1ntegrat10n across
the institution, and, most importantly, build commitment to ensuring
'accountablhty, proactrve decision maklng, and 1mp1ementatlon The Library
should: L _ ,

o Institute a comprehens1ve planning and program exectition process that
builds on components in place and links plans to explicit mission
~ elements and outcome-oriented measures of performance. -
‘e Improve the delivery.of support services—technology, human resources,
-and facilities—and better mtegrate these functions into the lerary s .
- operations with the Library mission and strategy
o Institute L1brary-w1de mechamsms to measure performance and monltor
- results. o v : oo

OPERATIONAL PROCESSES

- Our study of the Library’s processes took two forms: profllmg the Library’s
major processes and detarled examination of the management of two collections—
books and photograph The proflles are made up,of flow charts, throughput data, o
and staffing data for the processes (Appendlces E,F, and G) T |

Findings and Conclusions

* The Library manages its collections on a functional basis. It does not control
or measure collection managemerit as a process A functional management
approach focuses on guiding, controlling, and improving functions and resources
along and within the organizational structure and components. ‘

A process management approach focuses on guiding, controlling, and
improving the effectiveness of a business process across an organization to deliver
products and services. This difference is shown in Exhibit 4. Typical results from
process management practlces include reducmg backlog problems;” eliminating -
Var1ab111ty in workloads, and increasing the quality and con31stency of products and

services.

Executive Summary-10
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CEXHIBIT 4.
. ._Proces_s;;Mana»gement;:

. Acquistion . " 'Cataloging Preservaton - . Serviiing  .Disposal . . |

Organizational: Functions SR
R » ‘ 17}

This concept is based on the reahzatlon that producmg a’ product and
dehvermg a service requires activities and internal processes that:cut across the
organization. This approach has the effect of highlighting the integration of, and
communication between, people and functions within the organization and 1ts
customers. 'Furthermore, it facilitates the identification of non-value-added’
activities and deals with the’ admlmstrahve activities ‘as well as the process -
activities. One of the main benefits and purposes of using a process: management
approach is that it provides the understanding of how to control, manage, and

constantly improve how the organization delivers its- products and serv1ces m B

response to changmg customer demands' and 1nput variables. -

"Current reporting systems do not prov1de appropriate visibility of process.

drivers and controls. These reports are geared mainly to providing information for

the Library’s annual reports, measurmg the levels of arrearages, and producmg key
indicators. '

For collections, the existing mformatlon systems are not mtegrated do not
permit tracking of work in process or identify the specific location of an item in
circulation, and do not support maintenance of inventory records. We found no

- controls or procedures for moving work and materlals through the collectlons

process.

The effects of acquiring large collections are not dealt with in a programmatic

or systematic method. We noted that the coordination of and planning for
acquisitions of large collectlons are not based on systematic analysis of the overall

effects of the acquisition on the functlonal areas of the Library. Such factors as the

Ao
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current collection’s arrearage status and the requirements for preservation,
catalogmg, storage, servicing, and budget are not considered in a coherent or
consistent manner. Overall, acquisition is ot treated programmatically to
‘understand and plan for the workload and resources requlred to place a collection
into serv1ce in a timely manner. v

Operatlng level improvement initiatives are not mtegrated along the
collections management process. Operatmg level units in L1brary Services have

- initiated a number of projects to improve procedures and services. However, for

the initiatives we found, there were no lmkages to.an integrated effort focusmg on
improving the collections management process across operating units. It is
necessary to make system-wide changes to a process before modemlzmg the

d &.,

The cataloglng functlons in the Copynght Offlce and the lerary are
significantly different in both form and purpose. The Booz:Allen effort reviewed

_ the Copyright Office from & process perspective to determine- synergism between its

processes and those of the Library’s collection management. Although the'
Copyright Office catalogs items, both the purpose and details of the cataloging are
substantially different from that performed for either the Library collections or the
library industry. To have the Copyright Office catalog in the same manner as the '
Cataloging Division would require a substantial increase in complexity and
workload. Consequently, they offer essent1ally no: cross-orgamzat1onal processmg
beneflts SRR : ¢ i

Although CRS is markedly dlfferent from other parts of the lerary, 1t faces
some of the same challenges stemmmg from infrastructure support. Similar to -

collections management by the Library, CRS uses a number of information systems
for storage, retrieval, and tracking that are not mtegrated into a broader structure to

support the CRS processes. Although CRS tracks significant amounts of data, its

focus and use of the mformatlon is more transaction reporting than process

management.

Recommendations

'In order to streamline its processes and resource utilization and effectively

manage its collections, the Library should reengineer its operational processes.

e Define and : manage the’ Library’s operat1ons from a process management
perspectlve | .

e Plan and manage special and large acqulsltlons as projects separate from
the normal inflow of mater1a1

ORGANIZATIONAL STRUCT URE

The organlzatlonal structure of the L1brary of Congress has evolved
over time to focus resources and respond to a series of internal issues and

Executive Summary-12



‘Booa-Allen & Hamilton .

problems The recent past (from 1988 to 1996) is marked by three ma]or
Library reorganizations and numerous shifts in personnel assignments.. The
present Library organizational structure is based on a reorganization initiated
in late 1995 to address repeated concerns about its ability to make decisions
and hold people accountable p :

Findings and Conclusions

The Library’s functlonal organlzatlonal structure ‘impedes its ablllty to
integrate its operations and i improve performance. As described previously, the
Library manages its collections on a functional basis (acqulsltlon preservatlon, and
cataloging) rather. than'as an end-to-end | process Likewise, support services tend to
be managed vertically within the support service rather than horizontally, across

the organization being serviced.

Despite frequent changes in senior management assignments and
organizational structure, the Library has been unable to address its infrastructure

‘and support services problems. Library support'serv1ces, including Human

Resources, Information Technology Systems (ITS), Facilities, and Security, have
been frequently identified as'not being; effectlvely mtegrated with Library operations.
A consistent finding among the Library support services has been a lack of
functional strategic planning and integrated, L1brary—w1de operatlonal planning.
These issues are exacerbated by a broad span of control for some senior executives
and multiple layers of management, which result in centrahzatlon of some
operational decisions and lack of adequate guldance or d1rect10n in other cases

In analyzrng the prospects for moving major lerary actlvmes to. ther
agencies, we' concluded that, while transfer of the Copyright Office from the lerary
to another organization may not have negative operational impacts, the benefits of
such a move are unknown and may cause significant disruption. There is little
operational reason for housing the copyrlght function at the L1brary 0 ongress
But physical relocation of the Copyright Office could mcdr an annual cost to the
recipient of $800, 000 for' leasmg facilities. One of the major bénefits of thie current
arrangement is that copynght deposns are a srgmflcant source of materlal for the

arrangement could be made i in law that the L1brary would contmue to recelve these
deposits in any case. . SR

| Slmllarly, the relatlonshlp of the Congressmnal Research Service to the
Library is not dictated by operational process interaction or opportunities for
synergy. CRS obtains much of its information from sources other than the Library,
and it organizes its operations differently. However, there is no compellmg
rationale or beneflt to decouplmg the CRS from the L1brary ot

Recommendatlons

We are recommending several adjustments to the Library s orga’niz}ational

structure. However, we strongly recommend that the Library take proactive steps to

focus management attention on makmg the newly estabhshed orgamzatmnal
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structure work. These steps should include clarifying roles and responsibilities and
improving management and: operational processes:and service: dehvery across the
1nst1tut10n. Our recommended changes are drsplayed in Exhibit 5. Ly

’

"EXHIBIT 5 , -
Recommended Organization

. COngressloml Relatlons Oﬂleo
¢ |'s Development Office” *
| + Office of Communications ..
« Office of the General Counsel
;|.* Office of the Inspector General’
. Personnel Schrny Office "'

T
L

. Chief of Staff -
nnd Senlor Advlaor for Diverslty

a Librarian of Congress

= == e e i e
_ { Executive Committee, Senior . ! -

- H Management Heporllng Group }

0 lnformatlon Teehnology Sysmns '
' R&D Processes Leadership: .
(Opomﬂonnl Sharod Servlm) S

* Financial Services.:
+'Human Resources. '
.+ Integrated Support Services
{Operational Shared Solvim)
. = Designated Facilities Officer. . .
- Designated Security Officer

o “Conélzesslonal’
. Research Service

Library Services “Copyright 'Law Library

Specrflcally, we recommend a number of changes in roles in the L1brary
which should i 1mprove operatlons of key functlons ‘ '
. Estabhsh a permanent Deputy lerarlan as the L1brary s Ch1ef Operatmg
. Officer and clarify the role of that position by mvestmg it w1th lerary-
. w1de operatlonal dec151on-mak1ng authority = .
"o Elevate the Chief Financial Officer position to. focus greater attention on
improving the Library’s financial systems and controls o
e Establish a Chief Information Officer (CIO) posmon to help 1mplement an
effective Information Resource Management (IRM) strategy that integrates
the ‘requirements of the L1brary s broad commltments to 1nternal and '
" external customers and its future mission |
. A531gn 1eadersh1p and responsrblhty for, ma]or processes. to. md1v1dua1
“process owners” who have authority to provide leadership across
organizational lines for security, facilities, and planning and program
executlon processes.
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REVENUE,oPBORTﬁNiT}Es f S

As part of the overall assessment of the lerary of Congress, Booz Allen
explored the potential revenue stemming:from existing or additional fee-based
services: full recovery of copyright registrationcosts; chargmg pubhshers a fee for .
cataloging; charging commercial researchers a fee for:using Library services and
facilities; charging fees for interlibrary loans. Expanding fee based opt1ons to provrde
additional revenues Would help to offset costs of needed 1mprovements in the

L1brary operatlons

Flndlngs and Conclusrons SRR EER TR R Sk -r"'“':;‘

Opportumtles to increase the reveniue stream of the lerary of Congress do
exist and-vary significantly in the additional funding they mrght prov1de. Exhlblt 5
summarizes the overall revenue:potential associated with recovering full-costs in
each of the four areas we analyzed

1‘ P

... EXHIBIT 5 2 ,
Revenue Analyses Offsettmg Value of Items Recelved

Copyright© *"i'[" :12,600 | - 24,000t029,400 |- ot | "n24000to29400
Registration®: roan o el R ST R TR ST T
Loooge o 12,6000 | 240001029400 0 |- 13,206 ,;ft»,1o7o4to161o4-:-,__ .
Charging - - | o ol 7,500107:600 1,670 0 | 20 1 5,830105,930 0
Publishersfor. .. |- .- = - B T ooy b SR
Cataloging L R L
Interlibrary . 0. |- . s578t0878 | .. 11. |  s67to867. .
Loans , A - ) o
Charging 0 Cost Data Not Available Cost Data Not Cost Data Not’
Commercial .. . N P L Available |~ Available
I Researchers _ : IR T L
TOTAL | 12600 |~ s2078t037678 |.. 14977 | 17011022701

? The first row: assumes the Copyright Office would continue to receive copies of registration material at
no cost as currently legislated: The second row assumes the Lrbrary would purchase $13,296,000 of
materials for the collections which it receives today at no cost. We predlcate the latter assumption on
the fact that Copyright Law, as currently written, provides copyright protection regardless of whether
or not the creator submits a registration. ,
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Two of the services stud1ed 1nterl1brary loans and chargmg commercial
researchers, have a low volume, thus limiting their revenue potential. - As ‘shown -
in Exhibit 5, the Library lends relatively few items to other libraries; the potential
revenue is under $700,000. Services to commercial researchers are commonly
limited to those requests. that can be handled in a two-hour time frame. Any -

“additional revenue from those fees would have to be-offset by add1t10na1 costs. for

performmg research that currently is not performed

Slgmfrcant revenue potentlal exists for copynght reglstratlon and cataloglng,
but pursulng this revenue potential must be examined in light of precedent and the -
Library’s mission. We believe the revenue potential from recovering full costs for
copyright registrations and charging pubhshers for cataloging should be addressed. -

' within the broader context of the Library’s mission. Because the copyright

registration and’ Catalogmg In Publication:(CIP) programs prov1de considerable

contribuitions to the-Library’s collection, the effect of i increasing: or mtroducmg fees :

for these services may adversely affect that part of the L1brary s mission..

However assuming a dec1sron to maintain copynght and catalogmg in the
L1brary and to charge fees for services, we believe that fully recovering copyright
registration costs offers significant opportunities both in terms of additional
revenue to be captured and relative ease of implementation. The additional
revenue to the L1brary is substantial—ranging from $11 million to. $17 million.
depending on various assumptions. Of the four services studied, only the. Copyrlght

 Office currently has the appropriate support structure in place to-recover cost. The

base fee for copyright registrations can be mod1f1ed only by law; however, the
Copyright Law does provide the authority to adjust base fees at 5-year intervals to
reflect changes in the Consumer Price Index (CPI). Despite the authority to adjust
fees by regulation, the Copyright Office has elected not to do so. ‘As a result, fees
have not increased as often as changes in cost would demand or current law would
allow. The Copyright Office meets two key criteria for pursuing a fee-based service:
significant revenue, which makes putting the necessary structures in place -
worthwhile, and a strong argument and precedent, which can help dlffuse poss1b1e
negatwe reactlons from the customer and stakeholder base | BN

- We have est1mated that the potential revenue to the Library from chargmg
publishers a fee for cataloging represents a significant amount of money as well—-on
the-order of $7,500,000 annually. Recovering this potential revenue, however, may
be complex. Both Library of Congress management and many of those outside the
Library perceive cataloging as a core service of the Library. :

The Library does not have the financial mechanisms in place to support
additional fee-based services. Charging fees for services works best when.the...
appropriate financial structures, such as revolving funds, are in place The L1brary
does not have the fee collection and reimbursement mechanisms in place for-any of -
the services studied other than for the Copyright Office. As mentioned, only the ‘
Copyright Office currently has the appropriate support structure in place to’ recover
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cost. The costs of establishing these mechanisms for other services need to be- :
estimated and included in the analysis to assess the real revenue potent1al from
these services.” In addition, the Library does'riot developdetailed ‘cost data for an.
individual d1v151on ‘nor does-it have a’ framework for determmmg Whlch poss1ble
fee-based serv1ces have strong revenue potentlal N :

Recommendatlons o

The lerary should focus efforts on 1ncreas1ng revenue Spec1f1cally, they |
should:

e Pursue full recovery of copyrlght costs. e b i
 Develop a comprehensive plan to. explore in detall the potentlal revenue
from chargmg publishers a fee for catalogmg and how to, address '
-stakeholder concerns |
e Develop a strategy and approach for quahfymg potentlal fee-based serV1ces ,

o Develop legislative strategy to prov1de the lerary with the f1nanc1al
. mechanisms and authorlty needed to 1mplement fee-based services.

There are common mfrastructure 1ssues that must be resolved 1f the L1brary is .
to successfully meet the emerging challenges to future mission, accomphshment
This infrastructure includes facilities, security, 1nformatlon technology, and ‘human
resources. '

General Findings and Conclusions’ :

The lack of strateglc-level plans for lerary support elements means that o
significant effort is spent resolving the near-term rather than strategic i issues and
problems. The support infrastructure operates in a reactive mode.

In addition, elements operate in a stovepipe manner, with individual -
systems for individual functions. Responsibilities for similar functions are often

matters.

The strategic planning shortcoming is most severe in the 1nformat10n
technology realm. The Library tends to approach information technology as a
support maintenance activity, while technology is revolutionizing the way people
work, learn, and live." Although ITS has a Strateglc Plan (last revised in September
1995), it does not include a vision for the future that includes IT as an enabler of the
Library’s mission, an integrated IRM architecture, or performance improvement
objectives that are measurable and linked to mission performance. The Library
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creation of networks of mst1tut1ons that enable the World’s knowledge resources to
be shared N S £ R IE EUET SN T R NN TSI TR S ST S 8

s In fac111t1es, there is. no comprehenswe plan for the eff1c1ent economlc, and
secure. management of facilities and collections. . Facilities plannmg and -
management is not treated as an mtegral part of the lerary mission. . Although
some isolated planmng studies and reports define short- and long-term collection
storage needs, there is no comprehens1ve, integrated, L1brary-w1de strategic facilities
plan. W1thout such a plan there is no formal. process in place to:

o Describe the mter-relatlonshlp between the mission of the L1brary and
~ facilities operations
* Define Library-wide space management standards
o ‘""Identlfy facilities opt1ons “fo: ‘meetmg space requ1rements and fully
- develop feas1b1e alternatives. R
- No attempt has been made to determme how technolog1cal advances in on-
line storage could be leveraged to reduce future phys1cal storage needs Such an
analysis could result in S1gmf1cant long-term cost savmgs L 'f, -

St '-,':

Slmllarly, secunty operates in a reactive mode, respondlng to issues as they
arise. Although the Library has taken steps to improve security of the collections,
there continues to be allegations of theft and mutilation. There is no single source

of policy or requirements for Library security programs nor a. comprehensive
assessment of risks. In‘addition, the Library’s allocation of resources for secur1ty is
not well tracked making it d1ff1cu1t to assess the L1brary s total cost or to evaluate o

outcome agalnst 1nvestments

- Additionally, the resources and skills of the staff responsible for
implementing new technology are, in many instances, rooted in the mainframe
computer of prior decades. The Library does not yet have the critical mass of
technical ‘talent needed to expand and sustam m1t1at1ves such as Natlonal D1g1tal -

Library (NDL).

General Recommendations

‘The L1brary’ s greatest challenge is. to thlnk more strateglcally about secunty,
facilities, human, and information resources management and their relationship to

fulfilling mission ob]ectlves The Library should:

. Develop L1brary-W1de Strateg1c Plans for secunty, fac111t1es, human :
resources, and information resources o
e Establish. mtegrated consohdated and shared data bases for computer- L
- aided facilities management (CAFM), human resources mformatron and
~ tracking, and security related data

e Plan, design, and manage.initiatives in mfrastructure 1mprovement as
investments with appropnate controls and performance evaluations .
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Defme funct1ona1 personnel sk1ll requlrements for the future and developv
plans to respond to new technolog1es, changmg m1ssmns, and potentlal e
staff turnover - S o ( R :
o Update and 31mp11fy pohc1es and procedures in mfrastructure areas
e Designate quallfled senior professronals, 1nclud1ng a Chief Informatlon _
Officer (CIO), for each infrastructure support area t6 lead accomplishment -
of key needed 1mprovements -

Specific Fmdlngs and Conclusmns |

In addition to the 1nfrastructure overarchmg issues addressed above, there are
a number of findings, conclusions, and recommendations spec1f1c to each functronal
area that need to be addressed. i

FACILITIES

The Library’s ‘mission and supporting goals are mhe‘rently facility intensive.
Available space to store the L1brary s contmuously growmg collectlons has nearly
run out

The lack of approved and promulgated corporate space standards 1nh1b1ts the
establishment of a realistic facilities baseline. As a result, the efficiency and equrtable
distribution of current space use cannot be determined (and therefore controlled), =
and a supportmg, audltable pro]ectlon of addltlonal space requrrements cannot be

made
Facilities Recommendations: o
- One of the Library s greatest challenges is to treat facilities as an important

strategic element for accomplishing the Library’s mission. Accordingly, the lerary
should: ‘

e Perform a comprehensive, forward lookmg analysis of space needs against
mission priorities
¢ Centralize the prlontlzatron and dec1sron-mak1ng about space needs

e Develop comprehensive, uniform, qualitative, and quantitative space
standards for all L1brary fac1ht1es and for each type of functlonal space.

SECURITY ' - T

The Library has a number of secunty related problems resultmg from a
fragmented organization, ineffective managemerit procedures, lack of a clear
security policy, ill-defined requirements for collections security, an mcomplete risk
management process, and no comprehenswe security plan. -
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The lerary does not orgamze and manage its securlty functions inan
effective manner. There is no single individual responsible and accountable for
overall security of the Library. :Several divisions have separate and distinct
programs with their own-policies and guidelines. The management and -
implementation of electronic security is currently. divided between Protective
Services and the Archltect of the Cap1tol (AOC) A 51m11ar srtuatlon ex1sts with

respect to computer secur1ty

The Library’s has not designated r e5"1:’0n81b1hty or authonty for S

~ computer security applications and data. The acting manager of Protective

Services Division (PSD) does not have the security background needed ‘to lead
the technical and operational 1mplementat10n of L1brary computer or .
physrcal secunty programs : e

The lerary s budget structure makes it difficult to’ determme spec1f1cally how
much money is spent on security. Thus, it is difficult to accurately assess the
Library’s total security costs. It is also difficult to determine whether the Library has'
spent money on the appropriate security initiatives since it has not completed a
comprehensive risk assessment that would form the basis. for budget decisions.

The Lrbrary’s secunty program does not conform to generally accepted o
security practices. There is no single, comprehensive set of security requirements
for Library collections programs.. Without a requirements baseline, the Library has
no comprehensive set of standards, or yardstick, by which to conduct:or.measure the
effectiveness of its security. programs. As a result, security is. often evaluated only in

* terms of events, such as the theft or mutilation of books. ‘Also the Library does not

have a single, clearly documented security policy. The L1brary has no method or
procedures for systematically evaluating or analyzing risk. The Library does not
have a risk management program that includes a comprehensive assessment of the

_security risks associated with its current operations. ‘Managers from within PSD

provide ad hoc risk assessments-in concert with managers of the collections. With
respect to computer security, the Library has not performed a risk assessment of. 1ts

information systems.

Security Recommendations

The lerary needs to organize and manage its security functlons in a less
fragmented manner. The Library should:

J Identlfy a single Library Securlty Offlcer (LSO) respons1ble for all securlty
functions ,

e Implement a comprehensive risk assessment process .

e Establish a comprehensive and overarching security policy
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. Tran51t1on full respons1b111ty for the des1gn, component selectlon, _
installation, integration, and operation of all permanent and temporary
electronic security components. and systems to the AOC

. Prov1de management with more-detailed information on securlty
program costs and performance .

TECHNOLOGY USAGE

The lerary does not view technology in a strategic context nor has it focused
on what information is needed to run the organization. This situation is evidenced
by the fact that there is no single system-level architecture (complete witha
performance measures management component) in ‘place that can fac111tate the
organlzatlon S dec1s1on—mak1ng process. A greater strategic focus on Informatlon
Resources’ Management (IRM) would posrtlon the L1brary to make better use of :

technology

As the L1brary increases its use of technology, the overall infrastructure

‘becomes an mcreasmgly critical factor affecting the ability of the Library to

accomplish its mission. lerary systems are not currently integrated at a level
appropriate to reduce interfaces between systems, lessen the need for mamtenance

_ resources, and m1n1m1ze redundant data

‘The. lerary is in transition regardmg the types of mission: support systems it
is implementing. It is moving from building the internal data repository
capabilities, represented by the core legacy system, to systems that are designed more
to automate processes. 'This' means that the operatlons of the L1brary are - ' ’
1ncreas1ngly becommg coupled to the systems des1gned to support them

The lerary needs to decrde whether to bulld new systems 1n-house or. to
outsource future systems development. The Library has a core dependence on =
legacy systems that have been in operation for over 20 years. Legacy systems are -

. complex; increasingly difficult to maintain, and cannot evolve in line with: future

lerary requirements. If the Library is asked to assume an information broker role -
in the future, it must move to new, interactive technologies that facilitate data
sharing among geographically dispersed organizations. These legacy systems will -
not accommodate such changes

Technology Usage Recommendatlons

,The Lrbrary should

e iAdopt an IRM approach to mformatron 'The L1brary should begm by
changmg how it views,. collects, and uses mformat1on m order to’ achreve

. its mlssmn ob]ectlves -
o Expand the purview of its IT. S organlzahon to promote and sustam the
IRM function
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* Develop a target architecture to support long—range goals to include:
- A stfuctured configuration audit of all ex1st1ng systems to establish an
accurate conflguratlon baselme, ‘ ’
— A plan to transition to the target architecture; and
' The mechanisms to control this architecture, and to keep it documented

- o Develop detailed, workable transition plans for Library legacy systems
* Determine whether to build new systems in-house or to outsource future
systems development. :

HUMAN‘RESOUR]CES

.The Human Resources functlon cannot meet the challenges of the future.
The Human. Resources function at the. L1brary has some significant issues, wh1ch
will 1mpede the Library’s ability to support the ongoing and future needs. of ‘the
services units. Spec1f1cally, the Human Resources function at the lerary is.
problematlc in the areas of labor relat1ons, recruitment and selectlon, and trammg

The lerary needs an 1nnovat1ve approach to estabhshmg posrtlve labor-
management relations. In order.to address the concerns of both labor and .
management, the Library must ‘adopt new methods for increasing communication
between labor and management. Labor-management relations at the L1brary are’
largely dependent on the membership of the unions and the personalities involved.
Only an innovative approach, which includes-an agreement to cooperate by both
parties, can change the overall atmosphere. of mistrust at the Library. As a means of
creating a breakthrough on'developing more effective labor management relations, -
the Library should select a relatively small and severable unit within a larger-
bargaining unit. The Library.and the-union could then negotiate a much s1mp11f1ed
set of terms with stricter adherence to time frames. These guidelines would be
applicable:to this group only. . The format would emphasize discussions, not paper.
The pilot would have a definite duration of less than an entire 3-year contractso -
that it could be properly reviewed, modified, and extended if successful.. Training
would be included for all employees, supervisors, and managers covered under the
pilot. - Specific criteria would be-identified to show demonstrable improvement (e.g.,
fewer grievances). If the pilot succeeds, it would demonstrate to other parts of: the

.L1brary ‘the benefit of working differently.

The Human Resources personnel/processes are not equipped to handle
changes to recruitment or selection requirement‘Sf‘sfthat may result from innovations
in technology, changes to the Library mission, or sizable staff turnover. The service
units operate independently in developing recruitment plans: with little guidance
from Human Resources Support. The Library’s core processes require specialized
skills prov1ded by a very talented workforce. Howevet, estimates indicate that 50
percent of the workforce will be eligible to retire by 2005, and 70 percent by 2010. The
Human Resources Service Unit does not have the skill base to plan for or execute
workload and staffing change requirements. Further, itis currently not able to
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coordmate stafflng among the L1brary serv1ce umts to effect long-term, strateglc
needs ‘ : _ : : B

The L1brary has expended srgmflcant contract dollars to 1mplement the *

requlrements of the Cook Settlement (Cook v. Billington; ‘August-1994), which

adversely impacted and encumbered the h1rmg process, mcludmg training, ]ob
analyses, and affirmative action reviews. ' While the Library is in compliance : w1th |

- the currenit requiréments of the Cook ‘ruling, failure to design and implement a

more efficient selection 'system, coupled with failtre to plan for expertlse requlred to’
manage the system, have caused the *lerary to'expend much effort at the'e ‘expense of
other'Human Regources support services. Exarmples” of areas’ ‘needing 1mprovement
include p011c1es/ procedures rev1sron and standard apphcatlon of performance '
revrews i T T : o

~ Training is not vrewed as a strateglc 1mperat1ve and not valued or supported
by the Library’s: top: management Training is sporadic and inefficiently.provided
and does not reflect ongoing assessments of employees skills requirements, job
requ1rements, and organizational goals “Without ongoing’ programs to assess k
employee-skills, determine skills gaps, and ‘determine future ‘skills requlrements,
the Library is unable to plan for and accommodate, through trammg, changes to the
workforce sk111s base :

Human Resources Recommendatlons

The lerary needs to make a concerted effort to 1mprove 1ts human resources .
management function. The lerary should o S

. Develop systematlc ways to mcrease commumcatlon between labor and
. \management ‘ ‘ . e e o PR
e Continue 1mp1ement1ng 1ts many competrtlve selectlon 1n1t1at1ves and
place an employee selection expert in an oversight role: n
* Update and simplify all policies and regulatlons

. Develop a strategic approach/ plan to grow-and sustain the expertlse and
mtellectual capital required for the workforce of the future as the L1brary
. experlences 51gn1f1cant ret1rements or turnover. :

. ‘Ensure standard appl1cat10n of performance apprarsals
o Ensure that all Human Resources staff members are qualified
. Investlgate alternative methods for providing human resources services

J Strengthen the position of the Staff Training and Development Office, -
c ensurmg that staff. develoPment is of strategrc 1mportance in achrevmg the
L1brary s mlssmns and goals R R |

B I R R )
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The Library of Congress is a. valuable and important Federal institution. that -
serves the government as well as other 1mportant organizations throughout the. .
nation. But, the well bemg of the Library is challenged today by a variety of i issues
ranging from its basic mission and role to the management and operatlon of its
programs and support functions.- SERSE LT T SN ,

The L1brary has had a heralded past but the key questron now.is: ”What hg
ahead”’ Making the Library, a first class institution for the future will requlre much
work by Library officials. But, that work will only be fruitful in a supportive
legislative environment. Therefore, we recommend the. .Congress commit to a -
long-term series of oversight hearmgs on the management and. operatlons of the :
Library to. prov1de the continuity. of interest and. .support. needed to.give the L1brary a
future that is both useful to the Congress and to the nation and results inan . . -
operatlonally eff1C1ent and effectlve organ1zat1on : : ,

COMMENTS OF THE LIBRARY OF CONGRESS

The General Accountmg Offlce prov1ded coples of the Draft F1nal Report
dated April 19, 1996, to the Library of Congress for their comment. GAO and ..
Booz-Allen staff then met with L1brary officials on April 24 and 25, 1996, and .
discussed some of the factual matters in the report. The Library also provrded
technical corrections that we have made in this report. Further, the Acting Deputy
Librarian wrote to GAO on April 26, 1996, providing overall comiments on the
report’s recommendations and overall findings. The Acting Deputy L1brar1an s |
letter dated April 26, 1996 is included in Appendix N of thls report it

Generally, the Acting Deputy Librarian agreed w1th our fmdmgs, conclus1ons

~ and recommendations. He indicated that-the Library will’use the report’s data and

findings as it updates its strategic plan and implements an updated management

- improvement plan. He also- pomted out that the lerary has already begun to

address some of the recommendat1ons made in our report

Although the Acting Deputy L1brar1an sa1d the lerary generally agreed with
our report,. ‘e also said that the L1brary questions the methodology used in arriving
at some of our findings. He said that data gathered from inadequate focus groups
were offered as benchmarks for study or emulation by the L1brary throughout the
report, but that there was no indication that thése benchmarks were subjected to the
same in-depth analysis as the: L1brary s system and processes to which they are -
compared. As we pointed out in our report, we used several data collection-and
analysis approaches.. We supplemented the data gained in focus groups, for .
example, with publlshed hterature, source documents, mterv1ews, case: studles, and -
process reviews. With respect to the benchmarks we suggested we based our

* suggestions on data developed from our site visits to 14 Federal, university,

municipal, and private sector organ1zat1ons We interviewed over 50 individuals at
these organizations. : ]
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The Actmg Deputy Librarian also indicated in his Apr1l 26 1996 letter that the
Library disagreed with our assessment of its mission and would provide detailed
comments on the L1brary s mission to the ]omt Comm1ttee on the Library on May 7,

1996.

Fmally, the L1brary dlsagreed w1th some of our f1ndmgs on securlty The ,
Acting Deputy Librarian said that the L1brary maintains a disaster recovery plan for
its computer system and has appropriate respons1b111ty in place for its computer
security. However, as late as January 1996, in interviews with Library ITS personnel,
Booz-Allen received different. information. When asked the question about disaster
recovery plannmg for their systems, Library personnel responded that they. had |
material on disaster recovery planning and had discussed it but as yet had not .
developed a plan which documented. their 1ntent10ns ‘Booz-Allen also noted that
Price Waterhouse, in its financial audit, reported the same fmdmg (see p. 6-34 of the
PW report). Further, our recommendatlon for a responsrble official for securlty
relates to overall secunty 1nc1ud1ng computer physmal and personnel securlty

Executive Summary-25
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1.0 BACKGROUND B

The L1brary of Congress is the world 's largest hbrary, d1rect1y servmg the ’
Congress, a broad national constltuency of the Arierican pubhc and its libraries, and'a -
worldwide research community. With almost 200 years of growth and development as
a legislative library with a broad national role and international presence, the Library
must respond to challenges that will test its human and financial resources and that W111

define 1ts role in ‘the natlon and the world for the next century

Ongmally established by Thomas ]efferson to support the leglslature, the L1brary
of Congress still adheres to the ]effersoman concept of umversahty-—that there'was "no
subject to which a Member of Congress may not have'occasion to refer." The Library's
legislative support role-was strengthened in 1914 when'the Legislative Reference
Service, currently the Congressronal Research Service (CRS), was established to provide:
research and the scientific use of information to solve problems and support pohcy o
decisions. Other lerary serv1ces also prov1de s1gn1f1cant congressmnal support

From the late 1800s, the lerary began developmg a broad nat10na1 and pubhc

service role that grew into its current role as the de facto national library. In the early

1900s, the Library's classification and cataloging schemes and printed catalog cards
established bibliographic standards and encouraged cooperation among librarians and-
scholars nationally and internationally. In the 1960s, the Library created its Machine
Readable Cataloging (MARC) format for converting, maintaining, and distributing
bibliographic information that became the national standard in 1971 and the
international standard in 1973. These two Library innovations positioned the Library as
a public leader in systematizing intellectual activity and knowledge development

Today, the L1brary encompasses a broad scope of congressronal, national, and
international activities while developing and maintaining the world's largest general
and special collections of knowledge and creativity. The Library maintains its
collections of classified books and pamphlets and special format, language, and subject
materials in three large, historical facilities on Capitol Hill—the Jefferson, Adams, and
Madison Buildings, and in various annexes in the Washington, D.C. area.

The Library’s collection-building is relentless. Each day the Library receives
more than 10,000 items of which about 7,000 a day or 2.5 million a year are added to the
collections. The processing and management of these large numbers of unique books
and other materials are a formidable effort that consume many of the Library's
resources. Throughout its history, the Library's collections have provided the basic
institutional resources through which Library capabilities and its leadership have
developed. Currently, managing these sizable collections challenges the Library's
operational capabilities and resources, and has resulted in identified issues with
cataloging arrearages, security, overburdened facilities and human resources. Over the
past several years, these issues and Library approaches to addressing them have
focused congressional interest on Library operations.

1-1



: Wlthm the context of- these external influences, the Library of Congress w111 need to

 response to specific issues. In December.1995, the GAO contracted with Booz-Allen &

' management

Booz-Allen & Hamilton ~

The scope of the Library of Congress constituencies and operations is broad.
With approximately 4,500 employees and an annual: budget of approximately $370
million, Library operations are currently managed through an Executive Committee
and Senior Management Reporting Group and four major services operations: L1brary
Services, the CRS, the Register of Copyright (Copyright Office), and Law Library. -
Legislated respon51b1l1t1es range from collections acquisition, catalogmg, preservatlon,
and collection management to delivering products and services to a'broad national and

- international constituency including Corigress; libraries, publishers, scholars; the bl1nd

and physmally handicapped, and‘a wide cross—sectlon of the American pubhc

At the end of the 20th century, the future roles and capabilities of the: L1brary will
be influenced by significant external trends and forces. These-include the following:

. Redefmmon and downsrzmg of government, roles and scope - :
.. _Revolutlon in digital 1nformat10n technologles U o e o |
o . Explosion of 1nformat10n and publ1cat1ons worldw1de g e e e
‘e Redefinition of the role of 11brar1es inthe d1g1tal age
e Knowledge as a basis of economic value
e Globalism and international economic compet1t1veness

clarify its role and direction as a Federal institution. It will need to-develop.the ~ - =
capabilities, processes, and organization to address its existing issues and to position
the institution to effectively perform its future roles :

In August 1995, the Senate Approprlatlons Comm1ttee, in a letter to the
Comptroller General for the General Accounting Office (GAO), requested that the GAO
performa nianagement review and financial audit of the Library of Congressin . '

Hamilton Inc. to conduct a management review of the Library to support Library FY
1997 congressional hearings. To complement this management review, GAO also
contracted with Price Waterhouse to- conduct a review of the Library’s financial

11 Objectives and Scop'e"

Booz Allen was engaged by GAO to conduct the management review of the
Library of Congress by examining four major issue areas, principally through analysis
of three major services of the L1brary Exh1b1t 1- 1 lists the focus of this management

review. .
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. .. EXHIBIT1-1 .-
Management Review Focus ‘

General Management

‘ ;Hu‘man, Resources
Products, Servrces and Fees
Facilities - "

_’Secunty

,.‘;, Y

:.|:.Congressional Research Servrce

.C:oyllection's Services - B
CopynghtOfflce B e £

'Technology Usage

The overall ob]ectlves of thJS rev1ew were to assess current operatlons and to

develop recommendations for performance 1mprovements in‘general management,

human resources, security, facilities, and technology usage: In the area of products,
services, and fees, the objective was to assess the revenue potential of chargmg fees that
recover full cost in providing four specific services..

The four issue areas proVidéd the framew'ork for focusing data collection,
analysis, and the development of overall:recommendations. Exhibit 1-2; presents the
spec1f1c toplcs addressed Wlthm each issue area.. T G

EXHIBIT 1-2 - .
LC Management Revrew Toplcs

General Management

- | Mission

Management Processes

~i7,|'Operational Processes
__| Organizational Structure

Human Resources

Impact of the Cook Case
Training

Labor Management Relations
EEOC Guideline Compliance

Products, Services, and Fees

.

Revenue Opportunity Assessments
Cataloging
" Copyrights
Commercial- Research T
_Interlibrary Loan

Facilities Infrastructure Capabilities
Security Policy, Processes, Technology .
Technology Usage Areas Information Technology Needs to Support
Operational Processes
Emerging Technologies
1-3
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12 Métlioddlogy |

The overall methodology consisted of six primary data collection and analyéis

- approaches supplemented, where appropriate, by issue area specific techniques. The

general data collection and analytical approaches included:

¢ Literature search and source document reviews
o Interviews | |
e Focus groups

e Process reviews

o Institutional visits
e (Casestudy developmen ot

¢ Inaddition, Booz-Allenis 'ct)nductmg a baselme employee survey of the
~ Library of Congress. staff / h1ch w1ll be ;completed about four weeks
following this report. ' ‘

A brief general description of each of the 51x"genera1 act1v1t1es is presented below. The
Appendices contain supportmg data i

Literature Search and Source Document Reviews

"Booz-Allen staff reviewed some 300 hbrary-related documents and mformatlon
See Selected Blbhography, Appendlx L. : T N

Interv1ews

~ Booz-Allen staff interviewed more than 150 Library staff members, outside persons
knowledgeable about the Library, mdependent or outside experts, and former Library staff
members. The groups represented are shown in Exhibit 1-3 below. Both individual and group
interviews were conducted using structured interview protocols and general discussions of
issues and Library processes and activities. ~

EXHIBIT 1-3 |
Individuals Represented in Interviews

B8 884

cRS | Copyright ISS . s Hmmn "Financial  Customers
v = . Resources - Resources - - of Library
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Exh1b1t 1-4 shows the relative numbers of L1brary and non—lerary part1c1pants in the
interviews. .

EXHIBIT 1-4 ) -
lerary and Non-Lrbrary Partlcrpants

Focus Groups

. Booz-Allen staff conducted 27 focus groups with 224 part1c1pants These were held to

'1dent1fy perspectives and issues on the Library’s mission and services and on human -
‘resources issues related to morale, labot relations, training, and staffing. The focus for these

groups is represented in Exhibit 1-5.

. EXHIBIT1-5 .
- Subjects'of Focus Groups -

Labor Relations ,. .. Employee Satisfaction
iy u i, -..-.._-.._:: 5 .. .?\.l;.-.l:.- » 5 .‘“
4
7

Training
0;gamzat|onal

Structure

Mission
Number of Partrcrpants Involved in: Focus Groups 224
Total Number of Focus Groups: 27
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Focus groups were conducted in Library facilities in the Madiéoﬁ Buildﬁig Results of
these focus groups are presented in the Mission and Human Resources sections of this
report. Mission focus group protocols are mcluded as Appendix B. :

Process Rev1ews

Booz-Allen staff used a process management perspective to assess Library
performance. In general management issue areas, process profiles were developed to

 assess resources and workload across the Library in delivering products and services.
- Management and operational processes were profiled as baseline information for

analysis and development of recommendations. Process analyses are presented, where
relevant, for the general management and other issue areas. Spec1f1c operational .
process profiles are included as Appendix E ‘

1.3 Selected Instltutmnal Vlslts

 To provide benchmarks for comparatlve ana1y51s and to 1dent1fy current 1ssues,

‘perspectives, and opportumtles for Library management and operations, Booz-Allen

staff conducted visits to selected institutions. A total of 14 51tes was visited, mvolvmg
over 55 part1c1pants Sltes mcluded the followmg ‘

‘e Federal govemment |
- National Archives and Records Administration (NARA)
— Smithsonian Institution
— Patent and Trademark Office (PTO)

e University Libraries
- Carnegie Mellon University
- Harvard University '
- Indiana University
— Massachusetts Institute of Technology (MIT)
~ Purdue University
- University of California at Berkeley
~  University of California at Los Angeles

e Public Libraries
— Chicago .-
- 'New York City
¢ Commercial |
- Corporate/National Research Initiative
- On-line Computer Library Center (OCLC)

See further details in Section 3.3 and Appendix K.

i
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Case Study Development

~ To provide specific background on L1brary mshtutlonal plannmg, problem o
solvmg, and decision making processes, case studies were developed that provided — *
documentation and analysis of five significant Library issues. The documented case

~ studies are the following:

. * Arrearage Reduction
* _ Collections Security
o Competitive Selection Process
- o - Fort Meade Storage Facility -
o National Digital Library.
Findings documented in the case studies are mcorporated in the relevant sect10ns of this
report and served in partasa basis for our analysis of management processes. .Case

studies are included in Volume 2. Methodologies and approaches spec1f1c to each issue-
area are described in each issue section. : :

Th1s pro]ect was m1t1ated on Ianuary 2, 1996 and mcluded the followmg
deliverables: an Interim Br1efmg, dated February 21, 1996, delivered to the General
Accounting Office, the congressional staff, and Library of Congress executives, a Draft
Final Report submitted to GAO on Apnl 19, 1996, and this Final Report submitted to
GAO on May 7, 1996. - _ y ‘ -

14 Organization of this Report

The report is contained in two volumes:

VOLUME 1
e Executive Summary summarizes highlights of the report. |

e Sections of the review mclude
- Background—Describes the background of the pro]ect and the scope of our

effort.
- Opverarching Issues—Addresses issues of mission, management workforce,
and revenue opportunities that affect all areas being reviewed.
~ Infrastructure—Focuses on the areas of facilities, security, and technology
. usage.
~ Human Resources—Presents evaluat1on of the L1brary s human resources

management.
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VOLUME 2

e Case Studles-—Presents examples of various deasmn—makmg processes
-+ “within'the Library. - : «
* '« ' Comments from L1brary of Congress—Letter dated Aprll 26 1996

‘,to the ‘General Accountlng Office from the Actmg Deputy Librarian of Congress.

J Appendlces—Presents supportmg documentation and analysis referenced
. in the body of the report ; :
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21 MISSION

2.1.1 Background |

The mission of the L1brary of Congress has been the toplc of 1nterm1ttent
debate for nearly 200 years. There is no dispute that the Library - was established to
store “. . . such books as may be necessary for the use of Congress” “that were
purchased with a $5 000 appropnation 51gned into law on Aprll 24 1800 !

The breadth of the Library’s collections and, 1ndeed; many ‘of its aspirations
derive considerably from Thomas Jefferson’s observation that “there was no subject
to which a Member of Congress may not have occasion to refer.”> Various further
functions have been assigned to the Library across the subsequent decades, some
having little direct connection to its role as a congressional library. The Library’s
activities today encompass an ad hoc role as national library and a 31gmf1cant
~ international role in developing its collections and addressing Library issues world-

wide.

The principle is widely accepted that a clearly articulated mission or purpose
is central to an organization s success. In public organizations, mission or purpose is
commonly stated in the legislation creating the agency or authorizing its funding.
Such statements provide guidance for the agency’s programs and priorities and for
evaluating performance compared to purpose..

2.1.2 Methodology

This study has addressed the subject of the Library’s mission by domg the
following: _ |

* Reviewing congressional and Library documentation: statutes, reports,
and publications :

. Interviewing 10 selected senior public/research library professionals

. Holding mission/general management focus groups.

! John Y. Cole, Jefferson’s Legacy, A Brief History of the Library of Congress, 1993, p. 12.

? Jefferson to Samuel H. Smith, September 12, 1814, quoted in Cole, op. cit., p. 13.
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Part1c1pat1on and schedules for the four focus groups are shown below

- Group | S lr Part1c1pant o - Date
N Congress1onal Staff Members o ‘6 PR February 16
~Senior Library 1 Execu‘uves 7 7 - February 17
External Customers o100 - March13
Federal Libraries R -8 March 18

Booz-Allen prepared and used a standard protocol for the mlssmn/ general )
management focus groups that addressed four ma]or top1cs w1th each group Each '
focus group addressedthe following: - : : EERRTN B ACET AT

Current | mlssron ‘staternbent ‘.'- ;
o CustOIvI‘lel‘rs,‘ productﬁs‘,} 'and serv1ces N
e Fees for products and ‘ServlCes |
@ .Mission alternatives. .

The focus groups with congresswnal staff members and L1brary executives also
explored a flfth top1c, the L1brary reportmg or over51ght structure '

Append1x B presents the focus group protocols and summaries of the sessmn :
results. This section presents'the overall results of this mission‘review. We also"
define, on the basis of the interviews-and focus groups, alternatlve L1brary mlssmns -
and roles and assess the1r 1mpl1cat10ns ' |

213 Fmdlngs

The ob]ect1ve of th1s section is to 1dent1fy crltlcal mlss1on-related issues and to .
develop a framework for making dec1srons regardmg the lerary s future mission
and roles. : :

1.. The Library operates under broad statutory authority.

The statutory authority of the Library of Congress provides specific guidance
for a number of programs. Throughout its 195-year history, the Library has been
tasked with and funded for new initiatives with specific authorities. Recent
programs leglslat1vely assigned to the L1brary mclude the followmg

e American Television and -Rad1o A_rchlves—1976

‘e American Folklife Center—1976

o Center for the Book—1977
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J Mass Book Deac1d1f1cat10n Fac111ty—1984

° Natronal F11m Reglstry/ Natronal F11m Preservatron Board—1988/ 92

The L1brary has broad authorlty for the acquisition of materials for the Library
of Congress and collections using a variety of acquisition methods. Thls authorrty
and the expanding volumes of materials cause an almost continuous expansion of
workload as greater numbers of materials are acquired for the broad. range ¢ of the

Library collectrons

The enabhng legrslatron that contrrbuted to further expansron of the L1brary s
role was the 1897 legislation authorrzmg the Librarian of Congress to make rules
and regulations for the governing of the Library. This authorization has prov1ded
the Librarian with the capability to initiate projects and.programs that.become.
individually funded through congressmnal approprlatlon and become a permanent

‘component of Library activities.

2. The mission and activities of the Library have continued to
expand throughout its hlstory '

The L1brary s act1V1t1es have almost con31stently contmued to expand based

focus on the leglslature to an institution of nat10na1 and international 31gmf1cance
In 1870, the Copyright Amendment Act brought all copyright registration and
deposit activities to the Library and a large collection began to build through
copynght deposit. By 1897, the Library had moved into the Jefferson Building and,
in the reorganization of the Library, the Librarian was assigned responsibility. for
making the “rules and regulatlons for the government” of the Library. For the last
century, the roles and mission of the Library have continued to expand both
through Librarian initiatives and congressional leglslatron Srgnlflcant events in
this mission expansmn mclude the followmg

J Interhbrary loan system estabhshed (1901)

Sale and distribution of Library of Congress printed catalog cards (1902)
o Legislative Reference Service (LRS) established (1914)‘ |

. .L1brary of Congress Trust Fund /Board estabhshed (1925), creatlng new
cultural role in acceptmg glfts and bequests

J Lrbrary of Congress MISSIOI‘I in Europe and M1ss1on to Japan, established in

1945-47, initiated automatic book purchase and agreements with foreign
dealers :
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o LRS renamed Con,ghresSional Research Ser\)ice :(CRS'), (1970) |
o Acqulsltlon centers estabhshed in New Delhl and Ca1ro (1961) (currently

six overseas acqulsmon OffICES)

o - Library of Congress Machme Readable Catalogmg (MARC) format becomes
off1c1al natlonal standard (1971) and 1ntemat10nal standard (1973)3 -

. Madlson Councrl (1990) estabhshed to ralse funds from prlvate sources for
‘ "‘pr1or1ty 1n1t1at1ves of the lerary ~ :

o National Digital Library (1994) effort to d1g1t1ze 5 mllhon items of
American historical interest by 2000 and make them broadly Jaccess1ble

~ In the past 20 years, the expa'n‘sion‘ of the Library’s activities has resulted from
rapid growth of the overall collections, specific legislated programs, and Library-
sponsored initiatives. The collections have grown at a rapid rate (approximately 2.5

~ million items annually) as a result of the L1brary s global reach and through specific

initiatives, such as the James Madison Council, in nurturing special collections.
Specifically legislated programs in the past two decades include those identified
above. Recent initiatives include those associated with a new educational role for
the Library, including a Development Office, the James:Madison Council, and the -
“ American Memory Project,” which has evolved into the National Digital L1brary

(NDL). This breadth of scope has tripled the size of the Library’s collections and staff :

since 1950, with annual appropriations increasing from approximately $9 million in
1950 to more than $350 million in 1996.* This growth has been accompanied by an
increasing range of products and services for its constituencies, the American pubhc,:, |
and the international community and has resulted in an extremely broad and
expanding range of Library human, physical, technology, and financial resource

requ1rements

The L1brary s current mission statement continues to provide a broad

~ framework for guldmg the Library (full text of the mission and strategic priorities

statement appears in Appendlx A). In October 1995, the Librarian of Congress -
artlculated the Lrbrary $ mission as follows o .

? Cole, op. cit.

4 Ibid., and Library of Congress budget documents.
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The Lzbrary s mission is to make its resources avatlable and useful to
the Congress and the American people and to sustain and preserve a
universal collection of knowledge and creatzmty for future

" 'generations’ :

Although the statement is open to interpretation, it is comprehenswe and provides
a foundation for the Library’s programs. It is supported by four defined priorities:
provides service to Congress; preserve, secure and sustain ‘universal collections;
~make collectlons max1ma11y acce351ble, and add mterpretlve and educational value.

We dlscussed thls mission statement in, the mlssmn focus groups Focus
group participant comments concerning this mission. statement included the

followmg

K3 Dellberately written in the broadest p0331ble terms
o Generic except for the term unlversal” _

° Mlssmg mentlon of the followmg

, Leadershlp role
. = Role in network of libraries and pubhshers
- Dealing with new forms of knowledge, information, and serv1ces
- — Collaborative role with Federal government/libraries. .

The definition of universal collection was unclear, and universal collection is
considered an impossible goal. .“Universal” scope was contrasted with and
considered to be different from * comprehenswe collections by senior Library
executives. Also the definition of the term “universal” continually expands as
knowledge and technology expand. Commitment to future generations was
considered a unique L1brary role that results in a perceived decision making risk in
the collections policy i in that v1rtua11y everythmg must be acqulred as an item of

intellectual value.

In practice, the Library has distinct exceptions to the stated umversal
collections policy. First, agriculture and medicirie are two disciplines that are
excluded from the Library’s acqu151t10n processes because other U.S. national
libraries acquire and sustain those collections. - Second, U.S. Government
publications and records, important sources of knowledge and history, are
maintained under the purview of the National Archives. Third, some forms of
American cultural and intellectual productivity are registered, collected, or archived
by the Smithsonian Institution or Patent and Trademark Office. These are all
reasonable and distinct exceptions. They show that the Library’s collection need not
be the truly universal collection of human knowledge or the sole comprehensive

5 Library of Congress Mission and Strategic Priorities, October 1995 (Appendix A).
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record of Amerlcan hlstory and creat1v1ty because d1st1nct forms of knowledge are}_

made available by other national mstltutlons. PRI

Th1s mission statement coupled w1th the range of leglslated L1brary act1v1t1es -

continues to prov1de an extremely broad scope and framework for the L1brary
mission. : _

3. Current Library activities/programs are num’erbus and varied.

To support the Library’s legislated mandates and to support its congressional
and pubhc constituencies;:the Library. provides a broad range of products and
services to a wide group of constituencies. Exhibit 2-1 shows the Library’s
\const1tuenc1es and pr1nc1pal products and serV1ces

EXHIBIT 2 1
. ‘Library of Congress
Customers, Products, and Services

 Customer Groups

Congress:

ressional Members and Staft g egis
g Informaition Systems (THOMASandL MARVEL) Translation
Services, Law Library, Global Legal Infom\abon Network {GLIN),
. Document Delivery -
Library intemal Staft Document Delivery.
Other Government: .o , ‘ , . v
Federal Govemment A , Law Library, Research, Reference
mnﬁfaﬁes—ﬁe _ - Federal um%and in ﬁﬂ'{w_oﬂFEBEINk) :
strary Global Legal lnfocnenrggr Fﬁmmﬁﬁweg:latvese Law
‘ jon Nef
Infomtahon Systems (THOMAS and LC I\XARVEL) taloging,
, “Interfibrary Loan, Catalongslnbuhon Service, Fedelal Reseamh '
. ) _Division (FRD)
State and Local Govemments . Reterence, Research
Nation/World: ‘ ' e I GRS P g o
Libranes (public, academc,research special) . . - Interi|5‘ _Bﬁ oan, ﬁwey‘ﬁ EB» raryo?_ﬁﬁres Classiication,

Publishers, Scholars, Witters, and Fimmakers Domestic Copyn ng,
e BRI R - Reference, Scholarly: Programs, Flm Preservaton Nanonal Flm

Preservation Board, National Film R

General Public RS . | Research, Reference; CulturalPerformances;, :
O » o S Dtsplays, Vlsnor Semoes, Retail Markebng, Amermn Folklife
_Center, Pubi ications; Center for the Book, Legisiative -
“Information vzstems (THOMASand LC MARVEL), Accessto-
World Wlde sme Specnal Projects

: f(natonaﬂeadershpdanetwo«pmdngmbmadmes

: S audiotapesandBraiiepublMons)
General Library Services:: . : . g : L ST S
Public and Private Libranes and Archives Preservabon, CollecnonDepanrnent,CSll'ecbonSewmy. ;
: ‘ LocderehiyCoonination, Prowdupicat

Although this list is not comprehensive, it is indicative of the breadth
of activities and range of constituencies to which the Library must respond
The Library delivers these products and services through its four major
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“services —L1brary Serv1ces, CRS Copyrlght Offlce, and the Law L1brary The
majority of Library staff, approxnnately 45 percent or 2,100 employees, = - *
provides constituent services and collections management activities' within -
the Library Services organization. The CRS, the Law Library, and the L1brary s
Congressional Relations Office, supported by some collections management |
activities, provide the primary congressional support. The Copyright Office
supports the collections through copyright registration and deposit of
materials submitted for copyright within the United States.‘ o

4. Vlews on the appropnate scope, focus; and role of the
| lerary of Congress dlffer 51gn1f1cantly among 1ts ‘
constituencies. -

',.w,;. Lo

-This section presents f1nd1ngs and conclusmns assoc1ated w1th the L1brary s

- missions and roles:

® National }role |
e International role |
o :Pr:ioﬂrityffprodncts ia‘.'nd serv1ces o
e National leaderShip ‘ r;olé
. Library capablhtles

These f1nd1ngs were developed from part1c1pant interviews, focus groups, site visits,
and lerary data. :

a. The lerary has identity and acceptance as Amenca s natlonal
, llbrary but may not be effectlvely fulfilling a national mission.

John Cole’s hlstory of the L1brary attributes to a former Librarian, Ainsworth
Spofford, the conception of the Library, held more than 100 years ago,asan
“American” national’ llbrary ¢ In 1992, the American Library Association (ALA), in
testimony coricerning S. 2748, the Library of Congress Fund Act of 1992, stated,

“ Although never formally designated as such, the Library of Congress functions as
the national library of the United States.”” The Library’s own publications often
assert this role. As a basis of comparison for the Library’s national role, national
hbrary missions. for f1ve forelgn natlonal 11brar1es are shown in Exh1b1t 2-2

6Cole, op. cit., p. 18.

7 Statement before Senate Comrmttee on Rules and Adnumstratlon, July 22 1992.
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" EXHIBIT 23
MlSSIOl‘l Assessment '

Focus Gr,:,up : :-MISSlon "Focus/c

Elements

ﬁ’roductslServrce

'~7M'os't C'r'it'rcal

”. Congress pnmary

. Congressronal research

o Critical Mission -

Services

Congresslonal LI ' '
Staff - .. fte National:role: rmportant o Reference services. o :Forergn law research
.o} but secondary ;.= .Gongress .o Copyright regrstratron
SR I Cntlcal mission. .| . ~ ~Public e Interlibrary loan -
i 'elements S o Language tranislation’ | e Special publications: ‘
+7"=" Uriiversal collection [#7-LC classification " e Exhibits, performances
- Archive o Collectlon RIS 'e.. . National Digital Library
o Acqursmon ; T
o U r “Maintenance SR '
Library of e - Congress primary ‘. “Congresswnal research- | e Public reference” = -
Congress » National and world roles Reference services for - -|'e  Special publications:
Senior ] rmportant Congress o Exhibits, performances
Executives |« Critical mission - ‘¢ - Language translation. . ¢ Photoduplication
elements » Foreign law research ‘ L
-~ Universal o Copyright registration
- Collections’ * ' | e LC classification -
-+ -Knowledge . - e - Cataloging.
Generation o Collection
| o Library Ieadershlp, - Acquisition
1 coordination‘and - = Maintenance-~. = |
: facilitation roles . Natlonal Digital lerary
Libraries, "o National role primary =~ | ¢ - Congressional research-”*"o ‘Translatlon servnces
Associations, - |e 'Cong"re‘ssronal role s Reference '|'e. Research.
Publishers;: -~ important: - o Cataloging .. = e Exhibits, performances
Scholars. - |-e. .World role. |mpor1ant o Interlibrary Loan .  Visitor services ..
s o . Critical mrssron . Classmcatlon (LC and o ‘Publlshrng
T elements VDewey) - : :
- Lrbrary/publrshmg < e Gatalog: Dlstnbutlon ,
.| - .~network leadership role. | .. Service - .. .
|- ».. Library of lastresort ~* | » Copyright
'| '» " Dealing with new forms e 'Blind and Physically
- of knowledge,” " ~''| “Handicapped Services
.. “information;; and:'. - ) Collect|0ns . .
services _Acquisition
e Collection building _Maintenance -
Federal Federal Government, . Congressmnal research o Center for the Book
Libraries © tied to Congress, e FEDLINK" | » Exhibits; pérformances |.
IR - primary © -¢. Cataloging e . Visitor services
‘National role is cntrcal ¢ ' Interlibrary loan - ‘e Retail marketing
o LC centralized- e LC classification ‘o American Folklife
' 'lcoordmatlng role . Technology-based Center

-Elements : .| » Collections -
- ‘Collection burldmg» - Acquisition .- -
- Leadershlp -~ 'Mamtenancev R
'~ Service to Irbrarles
" Accessibility
2-12
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d. Study participants perceived t that the lerary of Congress national
role should be strengthened :

From the 1nterv1ews, focus groups, and site. V1s1ts, study participants strongly
supported the dual congressional-national mission of the Library. :They said that an -
international role and universal-collection should be carefully defined. ‘There was a
strong view that the Library is defining its mission role to: Congress too narrowly ‘
Several participants felt that by restricting the congressmnal role to members of

Congress and their staffs, the Library is not recognizing t that'many groups and
individuals throughout the United States originate, stlmulate, and contribute to

. defining and developing national- pohcy issues and.decisions: Part1c1pants stated
‘that the Library needs to recognize-1 that whereas Congress may be its primary

constituency, it must also recogmze ‘and effectively work with its multiple
customers and stakeholders. - The nat1onal library commumty 1dent1f1ed three

spec1f1c mlss1on-re1ated issues::

.. "I'he Library’s natlonal leadershlp role in emerglng 11brary issues and
technologies o

o Library-specific methods versus collaboratlve ones W1th other
organizations for prov1dmg access to 1nformatlon and av01dmg
redundancy :

o Library of Congress fundralslng as competltlve w1th pubhc 11brary funding.

The national library commumty representatlves in focus groups and - ,
interviews stated that the Library’s historic role of national- library leadershlp has ...
deteriorated.’ The library community representatives stated that this role is critical
in the future to deal with rapidly evolving technology = and information issues. 'No
other organization is providing this leadershlp Participants stated that the Library
of Congress must redefine itself"as the major power.among many other national ,
and international hbrary networks. By not doing so, participants felt that the Library -
of Congress was missing major opportunities to make use of its capablhtles and

‘expertise. Interviewees and focus group participants identified that using the

extensive network of resources available, would strengthen the L1brary s ability to
develop 1ts pro]ects mto long-term programs

Some L1brary initiatives were percelved as bemg 1nsular and potent1ally

‘redundant. The participants identified the need for greater collaboration with other

library and government organizations to address specific initiatives or issues. An
example was public access to legislative information. The Library and the

‘Government Printing Office (GPO) have competing products for distributing

congressional information. THOMAS is the Library’s on-line public access system

_ for legislative information, and Thoiplus is GPO arid Purdiie University’s user-

friendly interface for disseminating legislative information through the internet.

' This suggests that opportunities for efficiencies through collaborat1on are bemg lost.
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The Library has embarked on enthusmstlc fundralsmg efforts for the NDL and
other products and services. The national library community views these efforts as
competing for the funds it is receiving from local and national sources. Study -
participants identified a need for the Library of Congress to, collaborate in initiatives
and questloned the publlc fundralslng role within the Library’s mlssmn

e. A strong perceptlon exists among the USS. library communlty that -
.. the Library of Congtress.is not well positioned to address the. -
unique llbrary challenges and opportunities created by dynamlc
' advances in dlgltal 1nformatlon, communlcatlon, and storage
| technologles. o W e

b

The national library community represented in the focus groups and
interviews described a rapidly changing library environment strongly mﬂuenced by
digital information technologies. Participants saw future library capabilities, ..
functions, and work processes being transformed by digital technologies.

Participants described 2 much more volatile information and publishing -

environment already being influenced by on-line storage, distribution, and access to
information. Traditional library functions such as cataloging, storage, and |
preservation may require radically new approaches to effectively respond to.new
information environments. Participants emphasized the need for balance between
traditional library methods and pursuing the-opportunities presented by the new
technologies. Participants generally recogmzed that no single institution could
effectively, : address the need for new approaches, standards, guidelines, and
principles in the new digital environment and that collaboration among all
relevant stakeholders was the only appropriate method for defining and addressing
these issues. U.S. libraries have already established consortia that are beginning to

define and address issues associated' with llbrary digitization, as are commercial

organizations.

The perceptlon among the hbrary community is that the lerary of Congress
is not inclined to take a leadershlp role in these types of collaborative efforts in the
library community nor, in the participants’ view, are the technology capabilities
available within the Library of Congress. The large majority of participants
perceived that Library of Congress messages regarding NDL have hindered a
national d1alogue All participants felt that the Library of Congress should have a
leadership role in these efforts, not as a decision maker but as partner and catalyst.

5. Several alternative missions and roles could be consrdered to
shape the future of the Library.

Based on our research and focus group results, we have defined alternative
missions and roles for the Library. Three missions address the expanding scope of
the Library as directly supporting Congress, the nation, and the world community of
libraries, publishers, and scholars. Exhibit 2-4 presents the three mission

alternatives.
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" EXHIBIT 2-4

.-Library:

Of Congress -

-AIt,ernative' 'M-issio,ns‘

PRI

MISSIOI’I A lerary of Congressﬁ TR

Descrlptton

Characterlstlcs

' Focuses the lerary s functlons toward the i

original role of serving as the lerary of )
Congress, essentially a collection limited to e
broadly defined congtessional needs:and -
federal government plus CRS-like research.
Other functions go elsewhere or dlsappear for
example, public, outreach N

| "'There would be no ‘national hbrary Leadershlp
“missing or seized by.others. .(Some:

| role is more |mportant than the congressmnal

of the mformatlon/llbrary community would be
,\,commentators believe that the natlonal Ilbrary

library role.)

Mtssmn B lerary ;

of COngresslNatto

Des‘criptidn o

Characterlstlcs

Views the Library’s role as a nattonal one wnth
some limits on lnterpretatlon and cultural
programs which may be placed elsewhere e. g .
eXthItS dlsplays '

| acknowledged and the Library’s: - LT
“leadership/partnering: role strengthened.

" |-interaction with national constituencies. .

. Natlonal lerary role would be formally

“This mission would require increased

A variation of this mission would preserve the - |

Congressional Collection/CRS role asiin . ... - |..
-Mission A, but create.another institution to ‘
serve as the Natlonal lerary and fulfill the bulk

‘of the present coIIectlon and other lerary

functlons

 Mission"C: Library of €

Congress/Nation/World .

Description

Characteristics

Fulfills the words of the mlssmn statement of
October 1995. The terms:“make . .. useful” -
and “universal collection” are partlcularly
powerful in legitimizing expanded interpretation
and collection programs,,the latter including
materials in many Ianguages and from many
countries.

‘With this acknowledged global scope, the size |
of the.collection expands enormously, with
accompanying translat|on and processmg
consequences E ,
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Throughout its history, the- Li‘hrlary' has' also evolved in response to competing
visions of its proper role as the Nation’s library: -

: A un1que, mdependent institution offermg a smgle comprehens1ve
- collection of the Nation’s creative. works to be used by Congress and the ..

~American people 9

_{,

fulfill both roles." Th1s fénSIOn' coupled with expandmg national and 1ntemat1onal g

“scopes and congtrained funding, results in a'need for the recon31deratlon of the

L1brary s mission scope and. roles.

As a basis for: assessment and cons1deratlon, we. have redefmed these
contrastmg roles as follows I e g '

! Independent archive/ knowledge develoPer-—focused on mdePendent
collectlon bulldmg and const1tuent support : L

Exh1b1t 2-5 further descrlbes these alternat1ve roles These. two roles and the1r -
associated mission-.dimensions: prov1de the framework for an assessment of the' = -
future: L1brary mlssmn and roles (R ‘

o Congress1ona1 and L1brary of Congress part1c1pants in thls study assessed the
current and projected L1brary role as that of an independent. archive/ knowledge i
developer providing a useful resouré  for the congressional, national, and,.to some
extent, international audiences: . Within the broader national and international
commumtles, patticipants identified a critical need for the Library of Congress to
assume a stronger leadersh1p or catalyst role through collaborative partnermg
relationships both'’ nat1ona11y and internationally. Defining the future missions and
roles for the L1brary requires identification and consideration of the implications
among alternatives. The. follow1ng sections summarize significant implications and
impacts among these varlous alternat1ves

8 Cole, op. cit.
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| EXHIBIT 2-5 |
-+ Library Of Congress . =
Alternative Roles. =

“Role 1 Independent Archive/Knowledge Developer

: Description

' Characteristics

The lerary would contmue to develop and
manage collections independently in Library -
and other Federal government facilities.
Traditional original cataloglng and research or
development functions would be’performed -
primarily- by lerary functlonal components and
staff. - : R N CREp

lerary collectlons and facullty requnrements

‘| continue to expand rapidly based on collection

strategy-and policies. Traditional areas of
Library expertise, acquusmons, cataloglng, and
-| preservation, continue to grow in importance
and are the force behind future 'staffing -

-| requirements. ‘Future technologies are

strongly influénced by internal operatlonal
needs and are’ supported by constltuent
capabilities. _

" Role 2 Collaborative InformatlonIKnowledgeBroke

- De'scriptlon

Characterlstlcs

This would change the Library’s principal role
from belng a custodian of collections with an’
independent operational role to a :
comprehensive broker or referral agency. The
Library would initiate collaborative and
cooperative relationships with other libraries,

consortia, and the like. : It would use computer- -

communications technology to tell an inquirer
which library in the nation or world has the
specific information.. This. mission would be .
facilitated by mdex/pomter systems and data -
transmission techniques to enable timely
access to documents ‘and mformatlon

The present lerary ‘colléction would be dealt
| with-by-selective; retention and/or transfer to
.other institutions with;arrangements for. . .
appropriate preservatuon These lnstltutlons
are likely to be well-established research
libraries at universities..

Other:participating- mstltutlons would need to
demonstrate their willingness and capability to
participate in such a system, especially those

“I. that would be.responsible for collecting, .

storing, and providing a specified class of
information. Apart from the system ’
interconnection, the functions of such =
' institutions:wouild be conceptually:similar to -
those performed independently today by the
‘national llbranes of agnculture and of medlcme

In consndenng the volume of data to be
transmitted under this mission, it shouid be
recognized that the bulk of the documents that
are needed by a requester’ located remotely-
from the document storage:-location could be
shipped physically by regular or express mail.
Even with massive digitization, many books will
never be digitized.
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6. Alternative missions. and roles would have different impacts on
‘the Library’s resources, products, and services and on, its
orgamzatlon, constltuencres, and fundlng At

From the focus groups, 1nterv1ews, research and analy51s of current

* operations, we have identified potential 1mpl1cat1ons and consequences associated

with:the mission and role alternatlves Assessments of 1mpacts on the following
are presented as exh1b1ts e SRR T .

o "‘Resources Collectlons, Fac111t1es, Human Resources, and Technology
* (Exhibit 2-6) ’

o -f:'Products and serv1ces (Exh1b1t 2-7)

' e Relatlve resource requlrements (Exhrblt 2-8)
o : Orgamzatlonal components (Exh1b1t 2-9)

. . Customers and constituencies (Exhibit 2-10).

As the reader examines these exhibits, the complex1ty of making comparatrve
assessments becomes apparent. The evaluator wants both more detail for each

- assessment dimension and a way of simplifying the comparison across all -

dimensions and alternative missions and roles. We have sought a balance that
would allow us to reach d1rectlona1 judgments on altematlves more or less, better

or worse, and the hke

Even more fundamental to comparmg alternatlve missions for the Library is
the understandmg and v1ewpomt one holds on the role of libraries in society. For
those who give to libraries a major role in the preservation, organization, and
provision of informationin the emerging “information age,” Role 1 will likely be
unattractive—national leadership is simply imperative. Those principally
concerned with serving the Congress are 11kely to be concerned with the p0551ble
distraction from that role that is inherent i in Role 2, collaborative
1nformatlon/ knowledge broker. -

Exhibit 2-6 illustrates that the 1mp11catlons for current library resources

. among the missions and roles differ both in kind and degree among the

alternatives. The alternatives nearest to current Library functioning are the
Congress/Nation scope and the archive/knowledge developer role. Currently, the
Library also has a significant international role that is selectively applied. Resource
1mp11cat10ns range from a focus on and consolidation of the congressional mission
to expansion of resources and capabilities into a full international role. Adopting
the broker role in a significant way will require new skills and capab111t1es in staff
and technology to utilize existing Library capab111t1es to create and work in

collaborative networks.

2-18




Booz-Allen & Hamilton

EXHIBIT 2 6

Impllcatlons for lerary Resources

in global collection.
development and
research

‘and preservation

technologies

. Mission Collectlons Facilitles , Human Resources . Technology
A. ¢ Focused development Facilities reduced as | * Reduced staff, with Leveraged
strategy—legal, . .. national collections. | .. increased research tectinology to do
¥ ¢ economic, historical; are reposmoned ) emphaS|s work focused on
C'g:,;%gs  Journals/, serials increase in off-site | ¢ Lose cataloging/ networks and
: ¢ . Evolutionary - storage- facilities " classification and Comedia i
repositioning of . requirement as standards expertlse/ . o
_ national collections collections are leadership “GLIN providing
repositioned = platform for
e S e e P e . Annovation
B. e Management Management . ¢ Some shift in-staff. -~ Criticality of
capacity—collection capacity—stable to skills/capabilities overall
. development strategy growing by collection from technical to information
Library of focused through development . -~ - | - .integrated - “technology
Congress/ cooperative - strategy ‘technicalistandard | girategy .
Nation alliances—U.S. and " Critical nature of setting/ functional - ‘
other national libraries - environmentally = | library leadership - .. | » - Catalyst/leader
s ' Focus foreign controlled facilities | * Critical nature of within national/
language and/or and preservation _knowledge/capture international
English language technologies ‘and training - Cuif o lbrary
collections to capacity strategies for current |  communities
* Selectively build - staff - Research and
special collections ‘ development
(R&D) role in
‘ =] ' technology use
A ..+ . for knowledge
development
‘mTechnoIogy used ‘
“to create and
i / disseminate’ -
L information
C. * Expansion of global . More, smaller * Expansion of foreign
. _ collections—foreign international - - language capabilities .| . Expansron of
language : locations _and staff |+ technology
o 5 BEE capabilities to
Library of 1 . Focus on extended : Potentrally growmg, . Expansmn of staff to iinclude global
Congress/ " collections through’ centralizéd” address global issues | - networking and
Nation/World intérnational ‘alliances “requirements i ‘physical -
. and caralyst role ‘ ‘Criticality of ~distribution .
* . LC leadership/ catalyst: environmentally [
controlled facilities Significant

"international role

in-evolving. - .:
technology and
library

‘applications.
Multiple-language

technologies .

> Enabhng ,
| “ininovations in--
library
functions—

cataloging and
preservation

. . .(especially digital
: formats) ‘
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EXHIBIT 2-6 (cont )

I’mpllcatlons for. lerary Resources

-

requirementto .
manhage/support
decentralized .

_ location of facilities

Increased square
footage requirement

, technioal,

Role . ] COIIechons Facllit|es T Human Resources,_'.i .. Technology '
1. . Current collectlons :Expanding lf,acilities'. e Focus on,trad,ltlona,l‘ e . Foclis™ .
expansion.rates llmlted ... requirements. fibrary functional , . techhology to do
o by facilities, staff, and : . - expertise— ‘ operational work
Archive/ 'technology capabllmes Need forinnovative . | acquisitions, - LM AR
‘Knowledge . : .} .. facilities solutions to cataloging, .- e e
Developer Capacnty respond to capacity preservatlon and ' Internal -~ -
. _ management— -and preservation others requirements for
*criticality of: collection | requirements - ~ ' .+ 2| .. operational
- . development strategy . T SR I 3 Use Of staff tO = . .performance
and policies to balance ' identify/implement “collection
facilities, staff, and work streamlining | ‘management and
financial resources opportunmes 41+ public access
O U R L PR B T v el objectives as
. Tralmng strategy to causative factors
" “develop staff '
- capabilities in =
operational -
' technologies”
2. 'Focus of collection Gradually . Fewer staff as
development strategy contracting as * operating functions - . Becomes key
o “on extended, centralized are decentralized |, ~elementof
information/ cooperative networks collections are through cooperative | - +broker/leader role
| Knowledge Stabil "+ jocused and as " agreements . in ahvanety of
Broker » Stabilizing or cooperative, 1. "y technologies
contracting of decentralized . Qoncentratlon of staff such as
centralized collections  collections are | :.capabilities.on policy, information/
woulid occur over time established standards, education, communication,
' - - leadership; : preservation, and
- Increased" negotiation, as'wellas |* facilities -

The following exhibits, 2-7 through 2-10, present judgmental impact

assessments of alternative mission and role decisions for the Library of Congress.

‘These assessments of impact are comparative assessments to 1996 levels of resource

commitment (funding and staff) in relative characterizations as more, same, less
and/or transfer. These assessments are made for three mission emphases—

Congress/Nation/World, and two contrasting roles—Archive/Knowledge

Developer, Information/Knowledge Broker. Each mission emphasis implies a
refocusing of resources in products/services, orgamzatlonal components, and
specified constituencies. Exclusive focus on service to Congress would represent a
contraction in Library mission. The Congress/ Nation mission would result in
refocusing the Library’s product/ service emphasis within its current resource base.:
The Congress/Nation/World mission represents an expansion with add1t10nal
resource requirements.
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The two roles, Archlve/ Knowledge Developer and Informat1on/ Knowledge
Broker, imply differing levels of resource requ1rements The current
Archive/ Knowledge Developer rcle will require expanding resources to support
collections and service growth constrained by budgets and streamlining. An. .

- Information/Knowledge Broker. role would réguire decreased resources over t1me

as current Library activities are performed through collaborative U.S. and

‘international relationships, and technology and innovation provide stronger

collections, library, and information infrastructures. These characteristics of each
alternat1ve prov1de the ba31s for the assessment presented in the followmg sect1ons

The range of Library products and services is broad as shown., n}.Exlub1ts 2-3

and 2, 7.

: Congress

The effects of the alternative missions and roles 1nclude the followmg

TSI

Increased focus and support to Congress and the Federal government
- Reduction or elimination and transfer of national constltuency products or

services from the Library of Congress

Congress /Nation
‘Reduction of low-priority products or services 1dent1f1ed through focus

groups or interviews'
Congress/Nation/World

= Reduction of low-priority products ot services

— Expansion of collections, cataloging; classification, and cr1t1cal hbrary
capabilities-as the Library’s global role expands

 Archive/ Knowledge Developer "

— Reduction of low-priority products or services
— Increased preservation needs or capab111t1es

Informatlon/ Knowledge Broker
- Reduction and/or transfer of traditional hbrary functional capab111t1es

— Increased skill and technology capab111t1es to build human, physmal and
technology networks.
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e e EXHIBIT 2-7 Y
o Impact on Products and Serwces o
e A-Congress ' ”“B_,Natlovn f C-quld, . 1-Arch|ve : 1

Mlssion

Congressional Research

Reference

Legislative Information Systems
(THOMAS, LC MARVEL)

Translation Services

L‘awLibrar&y‘ e e

GLIN
FEDLNK . ~ . . |

Federal Library & Information Center -
Committee (FLICC). ,

Federal Research

InterlibraryéLoén K

Copyright = -
Cataloging. - _
Catalog Dtstribution Service

Collections Acquisition

Collections Management ||

Dewey:Classification -

LC Classification

Preservation

NDL. -
Center for the Book - -+

Cultural Performances

Exhibits aqq Displays

Visitor Services

Retail Marketlng

American Folkllfe Center X

Publishing

Special Projects

Books/Machings for the Biind and
Physically Handicapped ‘

Photoduplication
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~ Exhibit 2-8 illustrates that the resource requirements reflect an
assessment of the relative scope of .each of the alternatives. The Congress/Nation

and Archive/Knowledge Developer alternatives are a close: representatlon of the . .

Library’s operations and role. Library funding in constant dollars since 1980,
although somewhat cyclical, has declined about 3 to 4 percent. Funded full-time -

equ1valent (FTE) positions have decreased by approximately 12 percent from 4, 818 ¥

in 1980 to 4 214 in- 1996 ’

o EXHIBIT 2-8
Relatlve Resource Requnrements

A.-+ Library'of Congress - fn e ~"Much less -
B. _ Libraryof Congress/Nation | g Same
C. “"lerary of Congress/ Natlon/WorId | s T S More
Coe - Role o SR O P
1. ..Archive/Knowlédge Deveiope'r , |- . Same
2. Information/Knowledge Broker =~ =~ T Less™

In an env1ronment of contractmg f1nanc1a1 and human resources,

streamlining, and downsizing, strategically focusmg available resources is essential. o
The financial resource effects of the alternative missions and roles directly relate to o

the conceptions of missions and roles. The Congress/ Nation mission and
Archive/Knowledge Developer roles are approximately similar to current
requiréments with some reduction in low-priority products and services to
accommodate resource and staffing reductions. Focusing resources on the Library’s

-role to Congress could reduce fundmg requirements substantially by consolidating -

and focusmg resources and moving national collections to alternative libraries. An
expansion of the scope to a more formal global role could require significant |
additional resources for collections and for developmg international capabilities.
The Information/Knowledge Broker role would result in decreased funding
requirements in the initermediate term (5 to 10 years) as-the Library develops its
technology and leadershlp capab111t1es to create opportunities for new ways of
working and for usmg the capab111t1es and expertlse of networks of hbranes and

pubhshers

3. .
. o

® Library of Congress: Comparison of ‘A‘ppropriations, Staff, and Workload‘ Statistics, December 1995.

19 These are the resources required for central Library function; resources for distributed sites depend on g

number/role of sites and their offsetting savings.
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. Exhibit 2-9 shows the assessment of the impact,of mission and role
alternatives on the major library organizational components. . '

d

o EXHIBIT 2.9 o o
_ Impact of Alternatives on the Funding of Library’s Organizational

 Mission/Role 4

Funding ($M) ‘-

Approx. F¥'1995 *

Mission Focus

A. Congress:.:

B. Congress/. ..
Nation * "~

C. Congress/-
Nation/World

Role

1. Archive/Knowledge
Developer

0000 |o|ooo | 0-0'00

2. Information/
Knowledge Broker

eelelojolo|olelo|o]o]o|e|e

@ More
o Same}
® Less

® Transfer

‘Costto LC of each component in each mission alternative

Transfer cost continuing elsewhere in Federal Government
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The Congress/ Nation mission and Archive/Knowledge Developer role are
the closest to current operations with some downs1zmg ‘of lower-pr10r1ty cultural
affairs activities identified by review part1c1pants The first row of the exhibit shows
approximate FY 1995 funding for each major organizational component using
appropriated funding. As the reader can deduct from the exhibit, approximately 50
percent of the funding of the Library goes to collections management processes and
functional support services, including technology. Streamlining and/or making the
most of the processes and capabilities can provide opportunities for funding further
development Intermediate-term opportunltles for streamlining collection
management processes may be realized by focusmg on the congressional mission .
and by focusing collections appropnately and by using outside resources through the
Information/Knowledge Broker role. A broker/facilitator-role-as well as national
and world roles would require' the' capab1l1t1es of technology and support services
(contractlng, logrstlcs, audit, and the vl1ke) I RE

‘The 1mpact of thel mission and rol alternatlves requlres consideration of four’
major groupsof constltuents—Congress, Federal libraries and government agencies; '
the library, publishing; and scholarly commumtles, and other major constituencies,
including the general publlc ‘Refocusing resources through the selection or ’
definition of the scope (Congress, Nation, or the World) will prov1de additional -
resources or services to the appropriate’ congress1onal nat1onal or mternatronal
constituencies as shown in Exhibit 2-10. :

The Information/Knowledge Broker role‘could provide additional
capabilities or services to the national and 'international networks and make use of
the resources of other institutions. -Specific public constituencies may receive
reduced direct services from the Library; however, overall support and service
should be expanded through the network of libraries, pubhshers, and other -
institutions. . o fh T ; |
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, Exhlblt 2- 10 : |
Impact of Mlssmn or Role Alternatlves on Customers and Constltuents

A Congress _ e[a[3[e[®[a[a[®
B. Congress/Nation 0|00 60 Ol Q
C. Congress)NationNVorld 0/00 ® 0 0|®
n"o'lé“' | u
- pearoieke T [@]0la]o] a]o]o |
2. an:g'::}etlon/KnOWIedge ' O o ’ ® ® ‘ O O Py ' '57"'

‘ Legend
. More Focus/Servnce O Same ® “Less

2.1.4 Current and Future Mission Recommendation

The Library’s current mission should be focused and delimited Wlthm the
Congress/Natlon mission, and planning should begin toward a future mission of
serving Congress and performlng as a natlonal Informatlon/Knowledge Broker.

The Library’s dual mission to serve the Congress and the nation is broadly
recognized and has evolved to constitute the- legitimate mission of the Library of
Congress as identified in each focus group and interview. Within the national
mission context, participants in this assesstment consistently identified ‘a rapidly
changing technology environment, advances in digitization, and the need for the.
Library’s leadershlp and collaboration in addressing critical research, standards, and
classification issues that are not being addressed. 'Additionally, participants clearly
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recognized the need to systematically limit and consolidate the Library’s global role.
The majority of study participants identified opportunities for Library partnering
and collaborative relationships and the use of new technology capabilities to make
the most of existing Library capabilities and develop needed ones.

Current Mission

As documented elsewhere in this report and in the 1996 testimony of the
Librarian of Congress and his principal colleagues before the House Subcommittee
on Appropriations, the Library’s resources and management infrastructure are
sorely stretched to perform the current congressional and national missions.
Accordingly, unless more resources can be provided and the infrastructure
substantially strengthened, services to Congress should continue as the main
priority. To address resource issues, the following candidate areas, as identified
through interviews and focus groups, might be reduced:

e Acquisition of selected special collections
o Foreign acquihs,’jtion‘s: o
e Selected English ;languége acqﬁisitibns
o Original cata'lo"gihg_‘ ; | |
o Cultural affairs activities, exhibits, displays; and perfdrmantes.

The criteria for identifying reductions in each of 'the:se;are'as, must be
developed based on risk and the availability of alternatives; however, our review
identified these as offering real opportunities for reductions. ‘

Further, the current mission statement might' be revised to read:

The Library’s mission is to make knpwledgé,available and useful to Congress
and available to the American people and to provide leadership in creating
networks of institutions that enable the world's knowledge resources to be

shared.

instead of

The Library’s mission is to make its resources available and useful to the
Congress and the American people and to sustain and preserve a universal
collection of knowledge and creativity for future generations.

~-Addressing the issues-identified throughout. this report in national
leadership, human resources, facilities, and security, the Library needs to move
rapidly to develop collaborative relationships with its primary constituencies—
public and research libraries, publishers, national libraries, and film producers—and
to identify and address major library community issues. This effort requires an
increased emphasis on Library initiatives that have been developing in recent years
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(cooperative and copy catalogmg, collectlons and resource shanng, and others) to
most effectively utilize its existing workforce capabilities and also to reduce its.
operational activities associated with collection building. These collaborative efforts
should be accompanied by a clear strategy for collection development that builds =
upon them. "It appears that this collaborative broker strategy could result i in freemg
51gn1f1cant resources in traditional library operatlons over the next few years.

Future Mzsszon

The future mission of the L1brary of Congress will denve from three prrncrpal
developments: T O I

e Information is increasingr in both volume and the role it plays in society

. ,Technology for 1nformatlon handlrng—recordlng, storing;, transmrttrng,
and presenting—is becommg more powerful and wrdespread

e Society will increasingly need and seek 1nst1tut1ons to provrde better access
to, and usability of, information.

The Library of Congress as the recognized “Nation’s Library” is well-posmoned
to occupy a leadership role in guldrng the development and coordinating the
functioning of networks of distributed information. Theé networks would connect
users with the facility that is custodian of the desired information. The Library
would be a kind of electronic broker, controlhng standards, access protocols, and
classification and 1ndex1ng systems. It would not be the custodian of the
information, that is, it would not have a comprehensive. collections role. Collectlons
would be largely decentralized to other mstrtutrons, probably by sub]ect matter

and/or format

This mission concept would 1nvolve a huge undertakmg, the 1mp1ementatlon
of which would occur over a period of 10 to 20 years. It would require both
institutional and technological coordination of massive proportions. It could be
undertaken mcrementally as part1crpat1ng institutions were brought on-line.

A new and changed mlssron requlres the thoughtful and thorough
examination and debate that the Library’s her1tage deserves. To help accomplish
this, the Librarian needs to take the lead by preparing a ‘detailed plan that outlines
the advantages and dlsadvantages of the recommended mission and role, as well as
of other possible alternatives. Then, all the affected stakeholders—Congress,
Government agencies, state and local governments, libraries, publishers,
information, handling businesses, and others—should be invited to join in-
examining the pros and cons. At the end of this process, the chosen mission of the
Library of Congress should be affirmed in law and the level of resources should be
provided that will enable the Library’s future to be as distinguished as its past.
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2.2 ASSESSMENT OF MANAGEMENT PROCESSES »

L e

The exammatlon of 1nst1tut1onal management processes at the L1brary stems
from concerns raised internally and externally about the direction and management

- of the institution. External observers of the Library, including Congress, have

identified specific issues relating to human resources, facilities planning, and °
security. In addition, Congress has raised concerns about overall Library ~
management and the ability of the Library to rectify specific issues and, more
importantly, to provide the institution with a clear, comprehens1ve management

approach for future operations..

2.2.1 Background

“In order to explore these concerns’ more fully, GAO requested Booz-Allen to
examine the institution-wide processes for managing the Library of Congress,
particularly in the area of institutional integrated plannrng and program execution.
The areas of concern that GAO asked Booz-Allen to address include the following:

J Plannmg, mcludmg pollcy and strategy development and budgetmg and
resource allocation

e Execution, including executrve dec131on makmg and problem solv1ng, v
: accountab111ty, roles and respon51b111t1es and commumcatmn

° Performance trackmg, measurement and evaluatlon o

222 Methodology

" In order to examine the key lerary-W1de management processes, Booz Allen
developed an approach that combined L1brary management’s description of the ,
processes through interviews with review of available documentatlon of the
management processes and the1r products ' ‘

o Interviews—We employed stru‘ctured'vinterviews,f informational
meetings, and follow-up discussions to collect information from Library
personnel. For the assessment of management processes, we conducted
more than 50 mterv1ews, mcludmg mterv1ews with senior L1brary
managers from across the institution, middle’ managers in service units, -
and selected staff members. Meetings included such people as the
Librarian, Deputy Librarian, Acting Deputy Librarian, Associate Librarians, -
Chief of Staff, executive-level managers, service unit-heads, division
chiefs, committee and worl<1ng group chairpersons, special ass1stants,
senior professionals from across the Library and’ conigressional staff. -
Multiple follow-up sessions were conducted in person and by telephone
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Document Collectlon and Analysrs—We gathered documents from all -
parts and levels of the Library, including the Office of the Librarian, from
service units, and from the files of the Records Management Section.
Documents reviewed included budget guidance, budget ]ust1f1cat10n and
plans, Library-wide planning documentation, executive committee
minutes and agenda, internal memoranda, and pubhshed 1nformatlon
Additional teviews included congressional testimony, formal.-
announcements, budgets, annual reports, published plans, regulatlons,
project files, bulletins, and newsletters. We supplemented documentation
regarding Library-wide processes w1th supportmg documentation from
Library line and staff’ orgamzatlons We focused our docliment review on
mformatlon part1cu1ar1y covermg the 1991 fo 1995 tlme frame ,

2.2.3 Fmdmgs and Conclusions

This section presents fmdmgs and conclus1ons resultmg from Booz-Allen’s
study of management and planmng processes at the lerary of Congress in 12 parts.

1

- In assessmg the management processes of the L1brary, Booz Allen compared‘ o

At the corporate level, the Library of Congress has in place some of
the key elements of an integrated planmng and program
execution process, but thls ‘process, is not comprehensrve" or has 1t
been mstltutlonahzed s e :

the process descriptions and documentation provided by theilerary to a conceptual
model of an integrated planmng and program execution system. Exhibit 2-11 depicts
the conceptual framework Booz-Allen applied to assess the completeness and

- adequacy of the L1brary s planmng and program executlon processes

This process has six key elements:

Strategic planning, which mcludes the artlculatlon of mlssmn and vrs1on
and explicit goals and objectives

Tactical, operating, or annual program planning, which develops near-
term (annual) action plans for implementing strateglc plan direction

Budget development which ensures that budget allocat1on demsmns are
based on strategic goals and annual operating plans

Program execution, which ensures the delivery of services and programs

: Performance measures, which capture organizational results in terms of

* both outcome and process, and prov1de targets of performance agamst

those measures : ‘
Feedback, monitoring, and evaluation, which ensure that all aspects of the
plannmg and program execution process are mtegrated and implemented
in an efficient and effective manner.
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In addition to showing the key aspeets of the plannmgand program execution

- process, Exhibit 2-11 deplcts the followmg enabhng processes that support the

system: S mmes L a s

e Processes for estabhshmg accountablhty and determmmg roles and
| respon31b111t1es R o - SR
. Processes for decrslon makmg and commumcatlon |

The exh1b1t has been annotated to. d1sp1ay ma]or L1brary efforts smce 1988 in
each of the key elements 'I'hese are dlscussed in turn below. N

, i Kei(’_ComP nents of an ‘Int'egv;ate.d PIannmg

. . Budget
: Declalons o

| ErabiiigProcesses:

... Annual

Strategic Planning .- Q}=. | -

G IR © oo oo ] e Acoountablity |
" Operating,’ Program Performance’
Migsion Goals Tacticalor - Execution Measurement - - # Daclsionmaking -
vision [ P] Objectives Program ‘ . %
- Planning. *Roles and Responsibliities

* MAPtransition ia. b . e Afserviceunitlevel = T . - indicators * . 'scmm"_«?" '
1 ¢ Management retroat folow-up -Indlvidnulpovlamnoepkns o
-Stralagicplan o o g N . '
“ o_Management retreat L NOORERS
-Mlssionandmmgicpﬂaﬂﬂos B
Il' ' e Fe Evaluations
. ey [ Assessmentl | ( -
© Y Feedback s
 Status of funds . : KR .
-Exocmivoeommllmmmwpom : R R

review p

g ¥ Pvlb_nngmaappmlsula

2. Although the L1brary of Congress has 1n1t1ated several corporate ‘
" level strategic plannmg activities since 1988, the process for
establishing and revrsltmg strateglc plans is not conSIStent or .
' formallzed

. The lerary has 1mt1ated four mst1tut10n-w1de strateglc plannmg act1v1t1es
over the last several years. These are as follows: v

o The Management and Planning Commlttee (MAP), its resultmg report
and transition teams (1988-89)

o The Library Strategic Plan (1992)
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. The 1995 Mission and Pr10r1t1es does not formally refer to the 1992
Strateglc Plan or the 1994 Management Review. - .

" The lack of clear, identifiable’ hnkage from one strategic plannmg effort to the
next is an impediment to the effectiveness of planning efforts. The strategic
planning process does not document the rationale and progress (or changes in
direction) made, both of which are key components to the assessment of priorities

-and allocation of resources. The lack of a systematic process for assessing progress

contributes to the confusion regarding future direction and strategy of the lerary
v01ced by many members of L1brary management in our mterv1ews B

3. The 1nst1tutlon-w1de strateglc plannlng efforts have prowded
’ hlgh-level mlssmn, ‘vision, and pnorltles, but they arenot
supported by aformal 1nst1tut10n-W1de annual operatlng, tactlcal
~or program plannlng process. _ e

An annual operating or program ‘plan, which prov1des the tact1ca1 basrs for
the implementation of the strateglc plan, forms the second major step'in an
integrated planning : and program execution process Although the Library has
initiated two operating planning efforts, as shown in Exhibit 2-11, it has not *
developed an institutional process for translating mission, v151on and pr10r1t1es into-
an annual operating plan for the entire organization. = ..o : ‘

- In our interviews and analysis of the planning documents prov1ded to us, we
found only two instances of operating planning. The MAP report was followed by
transition teams, which developed action plans for the recommendations. -
Although the transition teams developed action plans for the entire MAP report, -
not all of these action plans were carried through. For example, of the 108 MAP
recommendations, the MAP committee determined 43to-be of hlgh priority. S a
Examination of these recommendations indicates that:in some cases, such as Lo
establishment of arrearage reduction as a primary goal and other collections-related - |
areas, the L1brary has made significant progress. In other areas, however, such as : |
basic services, planning, budgeting and cost, and human resources, the MAP
recommendations still stand. ‘The reorgamzatlon plan developed by the MAP
transition team was also implemented. - : ‘

The Management Retreat was followed by development of specific plans for
human resources, space, and information technology (IT). The organization
responsible for each area developed action plans-to address systemic and historical
concerns about infrastructure. The action plans for the Management Retreat
included the recommended actions, priority, responsible party, and targeted
completmn date.” Thé subsequent Information Technology Service (FI'S)-working -
group responded to the concerns of the Library senior management by stating,
“Certainly a number of the issues identified are real while some are issues of
perception and/or lack knowledge of operational details. We did not feel our team
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should be captive to th1s partlcular l1st1ng of issues.”® The ITS plan provided target
completion dates’ for 14 of the 48 actions and used terms such as “continuing,
underway, ongoing,” or blank spaces for the remaining majority of the actions. . It
routinely uses the terms “exists, underway, or in strategic plan” instead of spec1fy1ng
a respon31ble officer or subunit for implementing and tracking the initiative. The
experience for Human Resources and facilities was similar—significant effort and
consensus surrounding issue identification was followed by 1nattent10n to follow-

up and 1mp1ementat1on

The L1brary has developed operatmg plans for spec1f1c issues of 1 ma]or concem
in some cases. Arrearage reduction, described in the case study in Volume 2, isan -
example of an issue for. which, once identified as a priority in the MAP strategic
planning process, tactical plans were. developed tracked, revised,. and implemented.
Plans were also developed for h1gh-pr1or1ty issues such as secunty, but not
consistently implemented or tracked. Despite recurrent plannmg act1v1ty and
1mplementat1on of numerous separate initiatives, secunty continues to be a major
source of concern for Library observers. Security plans are explained in the case
study in Volume 2. In the case of facilities planning and the Fort Meade project, a
lack of strong planmng, analysis, and ]ust1f1cat10n of requirements’ fa1led to cause
action. The case study in Volume 2 examines the Fort- Meade pro;ect in greater.
detail. In;the human resources area, plans exist for internal operat10ns of the
human resources service unit, but do not integrate those services. w1th Library

needs

L1brary management develops plans for pr1or1t1es ar1s1ng from the out51de e
Follow-through occurs on an.ad hoe basis. In cases where a strong focal point for .
coordination has been designated, such as arrearage reduction, follow-through is .
more deliberate. :Qverall, the lack of an explicit annual operational or program |
planning process hinders the Library’s ability to ensure, on an institution-wide basis,
that it has implemented its strategic plan and priorities and achieved its goals. As a
result, several managers interviewed expressed uncertamty regarding. how Library.
strategy apphed to them or their orgamzatlons » ~ ,

4.  The lerary has a complete budget process, butitis not
con51stently or exp11c1tly linked to the strategic plan.‘ -

- The third piece of the model of an mtegrated planning-and program .
execut1on process is the budget and resource allocation process, as shown in Exhibit
2-11. Our analysis of documentation supporting the L1brary of Congress’ annual
budget process found that the Library has structured its approach for formulatmg,
justifying, and executmg the budget to respond to existing requirements of the -
Federal budget process The lerary has not yet gone further, however, and dzrectly N

3 Director ITS memorandum dated December 23,1994, “Retreat Next Steps” on page 1 of consolidated
report “Library of Congress Management Retreat, November 5-7, 1994.
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momtormg of funds status The1r f1nanc1a1 management role; supported by a
regular planning process:for the financial management systems at the Library, has_
not heretofore had a strong policy component. Service unit internal distribution of :
resources is the responsrblllty of hne management iy

In add1t10n, pro]ect-based or l1fe-cycle cost estlmates, not requ1red by any
Library policy or guidance but often part of resource planning efforts, can provide
additional insight into the implementation of strategy. Without a process. for :

developing institution-wide estimates for: cross-cutting initiatives or-for developlng o

understanding of the costs of takmg pilot projects to scale, the L1brary s strategy
cannot be translated to budget in a comprehens1ve manner. oy

“The. L1brary s budget isa one—year document based more on prlor year . -

| expenditures than on resource requirements associated with a detailed. program’
- plan. It does not include out-year estimates, or multiyear plannlng proflles In

addition, because of the lack of a systems view and operational program plannmg
approach to problem solving, identification of funds associated with specific projects
or issues-is difficult. :For-example, we could not readily identify resources across the -
Library system related to security. Many service units replicate aspects of support
services, such as human resources and technology. These serve as examples of areas :
in which a systems—wide strategy for id’entifying needed resources would-be useful.. .

5. Program execution occurs at the service umt level and 1s ‘
approprlately the respon51b111ty of the service unlt management

The fourth component of the mtegrated planmng and program executlon
process is execution or the actual delivery of services and accomplishment of results.
Our examination of program execution processes at the Library found that service
units are responsible for and direct program execution and operating decisions with' -
minimal involvement of the Library executive management. There is no widely
accepted established process for ensuring that Library mission and vision is-a-

" primary driver of program execution decisions. In cases of external attention or

institutional concern, service unit heads are responsible for programmatic decisions
in the absence of an effective corporate decision-making body. For security, for -
example, detisions to allocate budgeted resources to 1mplement recommendations
of the Library-wide security committee were at the service unit’s discretion.

The service units prov1de the focus for Library activity and are the basis for
the implementation of its programs. Responsibility for- translatmg Library-wide.
priorities and program—spec1f1c initiatives rests with service unit management.
Service unit heads exercise autonomy in making decisions on the operation of the1r -
organizations. These include the responsibility for organizational structure: and:
personnel assignments (subject to labor and human resources regulations and
requirements), budget development funds control, anid program execution. In
addition, leaders of service units and directorates are responsible for the
management processes that guide their organizations.
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For ma]or institutional 1ssues, the L1brary frequently estabhshes committees

‘or task forces drawn from across the Library. ' These committees and: tasks forces are ..

charged with developmg recommendations, whereas implementation is the -

‘responsibility of service units and directorates, which determine the priorities of

these recommendations based on their internal'workloads and: demands: ‘For
administrative matters, L1brary of Congress Regulations (LCRs) prov1de a structure
for mst1tut1onal1zmg ma]or policies and procedures '

Although the lerary has not developed a comprehenswe process that links
program execution to the: strategrc plan; it has'made important- strides to-execute = -
against several-major concerns or priorities identified'in its strategic planning
efforts. Arrearage reduction; identified as a primary goal:in the MAP:report,
continues as a priority. Activities in the electronic library area, such as the NDL

- effort, derive from the 1992 strategic plan. In other infrastructure support areas,

including humari' resources, facilities'and technology, Library personnel |
interviewed consrstently pomt to lack of service dellvery and reactlve operatmg

styles

j e

Efforts to improve dellvery of L1brary services’ and increase eff1c1ency and/
effectiveness of program execution are numerous at the service unit and directorate
level. The operational processes section of our report identifies process - o
improvements found at the operating levels. Some of these internally generated
initiatives are summarized in Appendix C These performance 1mprovement
initiatives 1nc1ude, among others: Lo

. Efforts to reengmeer busmess processes to 1mprove product1v1ty
‘Team based approaches to acquisition :
| ‘ o Cooperat1ve catalogmg arrangements
Wh11e examples of innovation and product1v1ty 1mprovement efforts on the part of
Library personnel in different:parts of the organization are numerous,, the Library

lacks a process for systematizing the results of these undertakings or sharing
expenence across departments and services. - ‘ :

6. The lerary approach to measurmg performance does not .
adequately capture organizational results or provide systematic
- feedback regarding organizational performance. SR

The fifth component of an mtegrated planning and program execution
process, as; depicted in Exhibit 2-11, is performance measurement, which provides.
information on the effectiveness of the operational plans and progress against the
achievement of the strategic goals At the lerary, we found mstltutlonal attention
to performance measurement in two areas: : S PRSI -

o The Key Indlcators project, Wthh 1s 1ntended to bu11d the key operatmg
measures of the Lrbrary
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 Individual performance planning'and appraisal processes, which measure
key executlves contr1but10n toward ach1ev1ng the L1brary s strateglc plan

purpose of the Key Indlcators pro;ect is to prov1de the L1brary with key statlstlcal
indicators to monitor the Library’s performance and accomphshment of its mission,
The Library developed a three-phase approach to the Key Indlcators pro]ect deplcted-
in Exhibit 2-14 and has 1mplemented Phase I. . : T s n

e "EXHIBIT 2-14°
Phases of the Key. I.ndlcators Project

Establish mechanlsm to capture and
- -.report.data already collected
by servlce unlts 5

“PHASE I EREE S
T'mlns 1993 1995 o RET S S

| validate indicators and refine needs | -

PHASEN . g
=,__.rimeframe Unspeclﬂed S

o

‘ ﬂ"a"l‘.InktlndIcators”to budget
’ pl\annlngand executlon“

~PHASEIN .
Timetrame Unsﬁeclﬂed

warf -

The first phase sought to establish a L1brary—w1de system for the collectron,

‘reporting, consohdatlon, and dlstrlbutlon of statlstlcal measures, and to make it

routine.

- Phasell includes expansmn and vahdatron of the list of key indicators;
establishment of reporting requirements, and development. of publication
procedures. Phase III includes development of ways to link key indicators to
planning and execution of the Library’s budget. Development of different types of
measures to inform management- decision making, establishing targets.of
performance against-those measures, and comparmg planned and actual results was :
not a prlmary component of the pro]ect ' ‘ L ST

CeuRr ez

 Phase I has been underway since. 1991 The Phase I ‘measures and data are
summarlzed in"Exhibit 2-15, and provide a good summary of workload statistics for -
the Library. However, Library’s current key indicators do not provide strategic-level
measures to guide organizational performance nor do these indicators permit. .
assessment of actual organizational results against the strategic plan and goals. We
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determined that the Library‘ key indicators are generallymeasures of workload

- rather than a means. of trackmg progress toward. strateglc goals and objectives. .

The operatlonal processes sectlon of our report further explalns L1brary
reporting systems. The Key Indicators project has not yet developed enough to be a
system whereby Library strategic objectives are translated into observable and -
measurable outcomes or whereby performance is tracked with critical indicators that
management uses to benchmark the success of functions and activities. Rather, the
key indicators effectively capture transactions and workload-information for ‘
inclusion in the L1brary s Annual Report and prov1s1on to Congress

U EXHIBIT 2-15
'Examples of Key Indicators .

0rgan|zat|onal '
“Unit/Function::,

Acqulsmons - | Collections receipts, growth, copyrlght .demands
Arrearabes Print or-nonprint,.comparisons to FY 1989 and last FY
Collections Services | Catalog.record completed by, type ‘
Congre"\ssional Requests, products

Research Service

Constltuent Services | Sales '(in’dollars),‘Federal Library and Information
Network (FEDLINK) use, loans, tours

Copyright Offrce - | Claims, registrations; fees (in dollars)

Cultural Affairs Outreach activities’

Human Resources Cases (new, resolved, and on hand), grievances |

Information " | Online transactions :

Technology ‘ v

Lawlibrary =~ | Research reports (Congress or other Governmental

‘ ‘ ‘| body) -

PUblic Services - | NUimber.of regiiests from each service unit "

- Dhata are provided for current and precedmg quarter and show percentage
change.

— Most numbers are counts of ltems transactlons, or customer servrce
- Statlstrcs are shown by orgamzatron in both charts and tables

The proposed Phases II and IH of the Key Indlcators pr01ect appear to more
closely reflect a functional -approach to performance measurement, to provide. .
useful information for management decision making and guide organ1zat10nal
performance. Phases I and III, however, have yet to be scheduled or initiated.

Phase I data reporting became routine and sénior management-did not direct further
action. Setting a time frame for these two phases was not part of the original Key
Indicators project plan; no individual or group is responsible for this part of the -
project; nor does a more comprehensive approach to performance measurement ,
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appear-to be.a prrorrty for L1brary management The 1nd1v1dual respon51ble for the
Key Indicators project was reassigned 'in late 1995 A successor respon51ble for
continuing the process has not been named although the Execut1ve Commlttee has
commissioned some specific analyses. o

In addltlon to the Key Indlcators pro]ect lerary managers and staff c1ted the
individual performance planning and appraisal process as the pr1nC1pal means of
measurmg Library performance. As described to us, the annual performance plans
for senior executives form the basis for translatmg institutional strategy into specifi
orgamzatlonal ob]ect1ves The lerary s overall m S1on, goals, a ectives are .
intended to be 1ntegrated into -each senior executlve performance lan, whlch‘ m '
turn dictates the performance plans of lower levels of management in a cascading ' -
fashion. In addition to establishing a process for developing annual performance'
plans and assessing individual performance against them, the Library has. taken
steps to attempt to link pay and performance. -

We examined 13 senior executive performance plans-over 3'years -
(1993 to 1995) to determine the application of the performance planning and _
appraisal system. We found that whereas the regulatlon provides the ability to hold
personnel accountable and link senior managers’ performance to overall Library
goals and objectives, the Library does not systematically 1mp1ement the system.
Exhibit 2-16 summarizes the implementation of the performance planmng process
for senior executives. Despite their stated intent, few performance:plans are tied to
the Library’s mission in a manner that is measurable or prioritized. :

Tt i EXHIBIT 2-16
Summary Assessment of Senlor Manager Performance Plans

‘Of 13:performance plans revnewed il Yes ?»éPartlaIIy No o
“|'Are they linked to-Library strategy’? 204 7|
|[Arethey measurable? = " |4 | 7 [ 2|
| Are their outputs ranked or dated’? 0 | 0 |13]

“Lrbrary of Congtess Regulatlon (LCR) 2017-2 1 establishes the pnnc1ples, guidelines, and procedures L
for performance planning and: appraisal for-senior-level executives: - The intent of the. apprarsal system; =
for Senior Executives is to do the following: o

¢ Appraise managers’ contribution to the L1brary s mission, goals, and ob]ectrves o
Enhance individual motivation and encourage excellence
Increase managerial and organizational accountability
Provide the basis for performance-related pay adjustment.
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7. The primary institutional mechamsm for feedback on or
- evaluation of program efforts is the trackmg of the annual budget,
‘which is not an effective mechamsm for assessmg the
' achlevement of the strategic plan.

- Budget tracking and, to a lesser degree, the key indicators, have formed the
primary means for the Library to measure performance and status. The quarterly
obligations review gives the Executlve Committée information on the status of

_spendmg and on additional or upcommg needs, and forms the basis for the

reprogramming of funds, if necessary. In recognltlon of the need for more formal

- collection of information on _program progress, the Executive Committee has;

requested several regular reports in addition to that on the status of funds These
include the followmg

e "Key indicators pilot status - SRR LRI
e Security event report, plan, and implementation status
e Human resources statistics, 1nc1ud1ng d1vers1ty

e Audit and investigation status

e Pendmg 1eg1slat10n status -

e Pending acqulsltlons o
o 'Space plan implementation status |
o NDL status and Internet activities and issues
e Litigation status. ' ' ‘

It is important to emphasize that although these regular reports prov1de 1mportant
data to the Executive Committee, they lack elements of performance, in terms. of
both outcome (effectlveness) and process (eff1c1ency)

Based on our extensive interviews and review of plannmg documentatlon,
we did not find a consistent, systematic method of evaluating program progress
against the strategic plans and, therefore, did not find a systematic method of feeding
this information to executive and senior-level management of the Library for
incorporation into planning efforts.

For the 1988 MAP study, we could find no formal evaluation and feedback on
results, although the Library does appear to have reviewed the status of
recommendations on an informal basis. We did find reporting against MAP
recommendations in a March 1992 high-level internal memorandum that asserted
that nearly 80 percent of recommendations had been addressed, but this was a
“rough analysis.” No formal process was used to determine status and progress A
Februaty 1992 attempt to initiate a formal assessment of the status of
recommendations was not pursued because senior management beheved that most

recommendatlons had been addressed.
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Before the Management Retreat of 1994 the L1brary did identify
accomphshments against the Strategic Plan of 1992, but this assessment was not
rigorous in its evaluation nor did it result in an ongoing, consistent means of
evaluating progress against strategic goals. Similarly, the Management Retreat in

1994 did result in a draft integrated plannmg and program execution process, the
" Library of Congress. Proposed Plannmg and Review Process, which was circulated to

the management team for comment in March 1995, -but has not yet been revised or
1mplemented at the L1brary-w1de level i REES PP e

¢

' Based on the documentatron the Library provrded to us, the Proposed st

Plannmg and-Review-Process- represented the only formal proposal for measurmg
progress agamst plant that the L1brary has developed in the last 8.years. The lack of -

Library-wide processes for assigning, tracking, and. :monitoring the status of .
recommendations; progress, and improvement in performance limits the L1brary

unable, except- anecdotally, to ascertain status, monitor progress, and take
management action as appropriate. Issues identified in 'Library-wide initiatives,
including MAP, the Strateglc Plan, and the Management Retreat are not routmely

evaluated

RS

A large proportlon of the Lrbrary management that we 1nterv1ewed v01ced

concern.and frustration over the lack of follow-through on issues identified in

Library plannmg efforts. Several of the senior managers also stated that they would

be reluctant to embark on additional planning efforts until specific proposed’ actions
have been.accomplished. This: unwillingness is an indicator of the level of concern *
and could further limit the effectiveness of the Library” s planmng efforts in the i

future.

Managers report being unclear about how Library-wide pr10r1t1es apply to
them and their organizations. They are expected to formulate and execute their.

programs consistent with. the overall institutional pr10r1t1es (most recently descrrbed L

in the Mission and Strategic Priorities) articulated by the Librarian, but there does
not appear to be a dlsc1p11ned or shared _process for fostermg these lmkages _

8.  Whereas the Lrbrary overall lacks an mtegrated plannmg and
' program execution process, at the service unit level the degree of
1mplementat10n of the 1ntegrated planmng and program
~execution processes vanes from limited to complete

As part of the assessment of the Library’s processes for planning and _program
execution, we analyzed the processes at the service unit level as well as'the
institutional level, 'Exhibit 2-17 summanzes the results of our analysrs for ma]or

functions for 1995
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' Assessment of Components of Integrated <~
Planning and Program Execution Process "=« = .

Evaluat _ _n/ .

Library-wide

Cataloging "‘

Preservation -

CRS -

_Copyright § ;

Arrearages

Technology

-NDL

Human Resources

Facilities

Fort Meade .~

ololojo|e|o|s|e|s|s|seo|

-déoogeooopoof
lelolele|e(s(s[s|s|s|s|o

Secunty

|slojoole|o|e|e|e|e|s|e
‘&Q@OQQogggéog

| @ Existing
@ prartial
O Minimal

The CRS has recently 1mplemented an integrated plannmg, program
execution, and performance measurement process CRS's process is fairly new; it -
was introduced and implementation of it was begun in the fall of 1995. Evaluatzng
CRS Work for the Legislative Work of Congress: Linking Performance Goals with
Tidewater Strategies and Actions, documents the CRS approach for linking vision,
mission, and values with goals, exphcrt strategies, and measures of performance.
CRS management places a high pnor1ty on the 1mp1ementat10n of this integrated
planning process. CRS is working to improve its key indicators and other tracking
and reportmg mechanisms to better reflect and motivate performance.

" To varymg degrees, other Library | Serv1ce Umt and Dlrectorates have
developed their own internal planning and prograni execution processes. The -
operations units of Library Services, such as Cataloging and Preservation, have
made progress toward implementing all the elements of an integrated planning and
program execution process, whereas infrastructure areas, such as Human Resources,
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Facilities, and Securlty have made less | progress to date. Exhibit2-18 descrlbes
selected examples of the planmng elements in place for several functlons

EXHIBIT 2-18

“Summary of Planning and:Program. Execution. Processes

for Selected lerary Serwce Umts and Major Functlons

Evaluatlonl

o i Annual Operatmgl-". S : ; :
.- Service -, Strateglo : o Performance

: o .| ' Tactical Plan - Assessmentl

UnltlF_unctron_ l"-’lanmng B , - _ PR | Measurement <"Feedback .

Cataloging Publlshed sion, | Hasa detal_led tac'acal Develops and executes . Developlng 4 1'Measures:and.

"| ‘mission, and-goal -plan, makes periodic - '|budgets consistent with | performance r measures reports.work
statements. revisions. Plans, Library-wide policy. per tactical plan Does | outputs: Tracks"-
assigns tasks, -]-notmeasure ; - | progress agaunst
responsnblhty and productivity and plan. =
o cen e throughput.

CRS Held retreat for long- Has an mtegrated plan Develops and execites’ | Holds meétings twice a: '] .Performs' regular
range planning; of intermediate budgets consistent with :|: week, performs . X acking;. . .
prepared strateglc strategies and actions. ‘| Library-wide policy. customer-focused ‘communicates <
plan. . o - _ measures of outputand | intemally; edjusls

I fefﬁclency , | priority to match
' o ) : requvrements

Copyright Defined mrssron, Undergoes little " Develops and executes‘ fPuis together tearns and |; Has ongoing intemal
goals; and valiiesin. | change fromyear to - .| budgets consistent wuth committees for process | quarterly program
the 1992 strategic year, but reflects lerary-wme pollcy improvement. Gathers': | reviews. Division
planning-retréat; : -Registrar's priorities. _ ,workload staustlcs .| plans.

| takesa cﬁamclpatory Intemal division plans h Y I
| approac -| cite section objectives |
and complétion dates. cedd AT Y .
Preservation | Setbroad objectives | Prepared with limited | Develops and executes | Limited to numerical - "} Mana ers recognize
during 1993 long- .| implementation detail. | budgets consistent with | counts of items need for tracking
range planning. RO S lerary-w1de policy. . "¢ »processed Processing | ;} and control system.
. time not meastred.” ; .
Arrearages - . | Addresses long- 1 Sets specific Defined resource Tracks numbers of Holds periodic
T range program-in numerical objechves . requnrements atstartof |.itemsonquarterly . . | arrearage summits
-| library-wideand - | annually ‘ - | multiyear project, but " basis. Does not that assess
service uhit ' " | hasnét Separately systematically track rogress and
documents. identified them since. | procedural lnmenves '] presents findings in
R ‘Does not measure. . anannual report. .
efficiencies of varylng
: approaches: B B :

Technology Lacks evidence ofa | Has an existing draft - .| Does not consistently. - | Uses a.cumbersome - | Holds sporadic
strategic. plan. tactml plan identify resource -| work request log. evaluations.
' ek iimplications. Shows no evidenceof | . .-

» o . performance measures.. 3

NDL Has 5-year planthat | Has emerging work Estnmates multlyear Has a measurement Has working groups
focuses on digitizing | and program plans : funding requirements, rogram under that discuss
five million items, that employ a detailed appropnahons, and development. Holds technical and
not strategic project management monthly status reviews | operating issues.
objectives linked to "approaoh - . | that compare progress ‘

_ library goal. against plans.
Human Lacks evidence ofa | Pays considerable Does not consistenty ‘| Has measuresto Holds sporadlc
Resources strateg|c plan attention to HR identify resource monitor implementation | evaluations. -
programs and annual |mp||catlons of -CSP resuiting from
activity. ‘ : : | the Cook case. Tracks
. ‘ . . workload statistics.

Facilities . Lacks evidence of a | Lacks evidence of Does not oonsustently parently has no Reports - -
strategic plan or anriual planning. identify resource - measurement system. | inconsistency on
master lacllltles : implications. evaluatrons ’

Security Details objec'aves Has detailed - - - | Uses.Collections.- - : |-Apparenty hasno. ---. -} Analysis of security

. B -and actions, not - operational plans. Security Committee to | measurement system. | and o
responsnblllty or’ recommend resource |- Lo collections policy
dates in the 1993 needs. Does not.. ‘initiated by Acting
Strategic Plan consistently identify Chief of Protective
Implementation. -~ resource implications. Services.
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9 Unclear roles and respon51bxht1es and lack of accountablhty for
performance affect the lerary’s ablllty to 1mplement and an
1ntegrated plannlng and program executlon process. e

Library managérs in more thar two-th1rds of our 1nterv1ews in the course of
this study attributed the’ Library’s inability to- systematically implement its plans to

unclear or undefined roles and responsibilities.and to lack of accountability.

Extemal observers from the Library community and' Congress voiced 51m11ar
concern: Many of the people interviewed cited uncertainty over roles and

respon51b1l1t1es and-poor accountab111ty as ma]or reasons for the L1brary s not
implementing’ its strateglc plans ‘ , : g LRt

..Examples of the
respon31b111 es mclu

e Lack of a known pomt-person respons1ble for planmng and pol1cy analysis
e '*‘-"'iNumerous changes to. the Deputy Librarian position and lack of
'understandmg across the institution’ about the role of that. offlce
e An 18-month vacancy for the position of D1rector of Labor Relatlons

o Lackofa trammg director W1th a large part of the workforce neanng
L retlrement SR Lo '
"o The d1v1slon of respons1b111ty for technology act1v1t1es between IT S and
the service- umts :
" e The lack of an mst1tut10nal advocate at the L1brary for long-range facilities
lanning and an: unclear division of responsibility between the Architect

of the Capitol. and the Library = ,

o The lack of authonty to follow through of committee respon51ble for

addressing Library-wide: securlty issues. : :

The effect of these examples of a lack of exp11c1t roles and respon51b1ht1es and
unclear accountability is a consistent inability to-implement, follow through, and/ or

build on ex1st1ng plans and identified problems.

ef1c1enc1es noted relevant to accountablhty and roles and
i3 llow1ng e ‘

In examining 1nst1tut10n-w1de management practlces at the Library, we
sought to identify the organizations and/or personnel responsible for leading the
implementation of key processes. From our review of documents outlining.
organizational functions, we could not identify the positions or individuals
responsible for institutional management processes. such as strategic planning and
performance measurement. For example, there is no planning or policy function at
the senior management level or within the Office of the Librarian. Responsibility

for the iristitutional processes of planning, performance measurement, change

management, or trackmg a551gnments and action items across service units is not
placed with a specific entity.. A planning and development office was eliminated
around 1989, and no other organization has con31stently assumed 1ts L1brary—w1de,
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responS1b111t1es Append1x Dllstsother major organizational realignments and
staff shifts. ' P L e T s L

The lack of off1c1al charters ‘or wiitten' gu1del1nes contnbutes to confusron o
surroundmg the role of the Office of the Librarian and staff, and of: decision-making
bodies like the Executive Committee and Senior Management Report Group..
Official mission and function’ statements for elements of the Office of the Librarian
have not been revised to keep pace with shifts in responsrblhty in that office® (The
service units have, for the most part, revised their official mission and functlon
statements as orgamzatronal changes have occurred) e L

Many Library managers mtervrewed cons1dered the L1brary s personnel o
performance planning and appraisal system to be:-the primary vehicle for.ensuring
accountability. ‘As discussed above, we found little evidence that'the performance
planning and appraisal system; specifically that for senior executives, ties individual
performance to institutional strategy and outcome. In addition, we found that
appraisals are not con51stently held in a timely fashion. Exhibit 2-19 summarizes the
schedule for the senior managers’ performance appraisals that we reviewed. -Many
appraisals lag behind the performance petiod by more than a year. For these to be
more effective motivators of accountability and performance, the appraisals should.
occur on a regular annual cycle and be tied to the implementation of the strategic
plan. Fmally, there does not appear to be a consolidated means of tracking when .
performance plans are put in place, when progress reviews are conducted or. when
final appraisals occur. C ‘ o :

® The mission of the former planning and development ofﬁce, a small group reportmg drrectly to the
Librarian, was as follows : ot

The Office [of Planning and Development, Offrce of the L1branan] is concemed w1th long-range
planning and program development and is appraising major ongoing programs and their
management. It works with lerary management staff in formulating policy statements which
serve as a basis for shaping the Library’s organization and services. : .

The functions and orgamza’non of Management Services, abohshed in 1993 focused pnmarrly on support
services, including automated systems, buildings management, financial management, personnel and

labor relations, photoduplication services, property and supply management, records management and .

transportatlon, printing, and communication services. Its functions statement also mentions
”partrcrpatron in formulating and conductmg programs for imiprovirig the management and orgamzatlon
of the Library of Congress,” which could be construed to replace the planning, program development,
and evaluation role, but thJs is not exphcrt nor is it mentioned in descriptions ¢ of the functromng of that

office.

$LCR 211-1, Organization of the Office of the Librarian of Congress, November 30, '1989~.
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From the documentation reviewed and. interviews with Library personnel,
we established that the roles of the Executive Committee and Senior Management
Reporting Group are clearly evolving. Use of the Senior Management Reporting
Group as a conduit to and mechanism for communication from the Executive
Committee is an approach in the early stages of implementation. Several managers
interviewed were optimistic that the Executive Committee structure would provide
for a ‘corporate voice and permit the Library to make difficult decisions and see them
through. Others argued that the Executive Committee was not adequately '
representative of perspectives at the Library. At this juncture, the roles of the
Executive Committee and Senior Management Reporting Group appear too.
ambiguous to achieve their potential as leadership and decision-making bodies.”

. 11." The Library has put in place a number of mechanisms to increase
“ +  participation in the management of the institution; although |
- somewhat effective, these mechanisms require further
- refinement. : - o

. Library management espoﬁsés a participatofy man}agv'edrr\iefn}cf approach. A broad

‘network of task forces, working groups, committees, teams of volunteers, and a

broad senior management team until recently, has put forth efforts to ensure
participation in important Library management processes. Within service units,

‘teams :address operational issues on both a routine and an ad hoc basis. These teams

have produced some important organizational initiatives to address specific issues
within functions. These initiatives include cataloging innovations to address
arrearages, process improvements, and activity-based costing in acquisitions and
others. ' :

However, this participatory approach has not been supported by the
institutional management practices that guide decision making and execution.
Among the impediments to making this participatory intent fully effective are the
following: . . R

e Teams and committees are too large (13 to 30 members) to be more than
informational or agenda-setting ) | ;
o Team or committee leaders lack group or communication skills to lead
teams to effective problem solving and decisions _ :
e Processes for timely communication, reporting, review, and funding
support are not established. : o
‘Numerous Library managers.and staff intérvjewed communicated two
perceptions regarding current Library decision making: '

e Getting clear senior manégemérit sﬁpport for team decisions is critical, but
difficult to obtain o : L , o !

e Important decisions are made by small groups of senior managers through
informal means, rather than through formally constituted mechanisms
like the executive committee.
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systems as an impediment to change.

Library staff told us that communication regard1ngdec151on51s "6‘f’vt‘evn top-down and
unilateral. Despite formal publications and informal channels of communications,
Library managers and staff cited lack of strong interactive, two-way communications

12, 'In summary, the Library has not integrated or implementedwva_‘fll;,
© ' key componentsof a planning and program execution process in a
systematic or consistent way. : - n

- The links among,the components of an integrated planning and program
execution process, as depicted in Exhibit 2-11, provide for both implementation and
integration across functions. ‘At the Library, we found little evidence of explicit,
widely accepted processes for achieving these linkages. For example, there is no
comprehensive planning and program execution guidance for organizational
decision making, nor is there a clearly designated individual responsible for that.
process. Priorities are not consistently translated into resource implications, nor are
recommendations and progress in implementing them tracked in a‘manner to - -

ensure accountability and accomplishment.

__The Library has in place several componerit parts of an integrated planning -
and program execution process. In addition, it has taken'numerous steps and - -
launched many initiatives to help address current challenges. However, Library
managertient ‘processes are neither integrated nor implemented in a consistent, -
systematic manner. Mission and vision are not supported by a framework for
making decisions that is widely communicated and accepted throughout the Library.
Our case studies, referred to throughout this section, support this lack of integration

and implementation.

e The National Digital Library program is focused on short-term results
rather than on building a sustainable and supportable digital production
and access infrastructure. It is managed as an isolated project, rather than
as part of an integrated information strategy. - . .

~ e Planning for use of the Fort Meade facility is not part of a comprehensive
facilities strategy, which would serve as the foundation for making
decisions, obtaining project approval and funding. Site and facility type
requirements were not clearly defined and agreed to prior to action,
resulting in changing estimates of space needs and recommended
approach, and preventing the Library from proactively solving its storage
problems. .
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¢ The Competitive Selection Process was redesigned, but resulted in a slow
. .and cumbersome process, w1despread d1ssat1sfact10n among customers,
and subsequently, lengthy study o = o

J The L1brary has a number of secur1ty problems resultmg from a
- fragmented organization, ineffective management procedures, lack of a
clear security policy, ill-defined requirements for, collections security, an
incomiplete risk management process, and no comprehens1ve security.
plan. N e e e

e 7Interest in arrearages reductlon galvanized Library management and staff
.- but was not part of a system-w1de look at - performance that included all
f _,aspects of the process The focus ‘on item’ counts was not hnked w1th
. resource requ1rements or customer needs R S A

The L1brary approach to management has been charactenzed both by L1brary
managers and staff, and by customers representmg several different perspectlves, as
reactive and crisis oriented. What is perceived as repeated 1nab111ty to move - '
forward on major issues is in part due to lack of strong institutional management
processes for implementing plans and ensuring follow through. This lack of
attention to management process also prevents the L1brary from generahzmg from
service-unit and directorate experience to fully take advantage of performance B
improvement and other initiatives underway in various parts of the orgamzatlon

&

2. 24 Recommendatlons

‘The recommendations below take irito account the interdependent ‘nature of -
management processes. They are intended to help the Library capitalize on its
strengths, provide for integration across the institution, and, most 1mportant build
commitment to ensuring accountab1hty, proact1ve dec1s1on makmg, and
1mp1ementat10n : S

1. Instltute a comprehensive planmng and program. executlon
process that builds on elements in place and links plans to explicit
" mission elements and outcome-onented measures of

performance.

' The Library should put in place a comprehens1ve planmng and program
execution process that prov1des for linkage among the elements dep1cted in
Exhibit 2-11.. This requires. the following actions:

e Instituting a regular process for revisiting and updating strategy
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e Developing annual operatmg plans based on strateglc plannmg and
des1gned to guide budget decisions and program execut1on

) ‘Bulldmg on the key mdlcators effort to develop measures that prov1de .
useful information’ regardmg organizational efficiency and effectlveness
and are used to assess: results achieved against targets of performance

. ~_Estab11shmg regular mechamsms for: prov1d1ng feedback regardmg
~ performance; issue resolution, and potential future areas of concern and
S effectlvely usmg management mformatmn systems to thls end |

2. Estabhsh the capablllty for problem solvmg and decision makmg
. that improves the Library’s ability to address concerns that cut
across organizational lines and that integrates major support -

functlons with llne operatlons

To unprove the L1brary s ablllty to respond to mst1tut10n—w1de issues and
make decisions that affect multiple parts of the organization, the Library should take
steps to clarify roles, responsibilities and authorities within the Office of the
Librarian and service units, partlcularly for matters of institutional concem

The Library should also estabhsh a small group, reporting to the Deputy
Librarian, responsible for leading institutional initiatives. No staff function is
devoted to development and 1mplementat1on of an integrated planning and
program execution process. Similarly, there is no independent policy analysis

- function that cuts across the institution. Respon51b1l1t1es of this - group would

include the followmg

J Developmg L1brary-w1de guldance for planmng and program executlon
processes, including seeking ways to integrate planning and resource
allocation decisions and to develop better performance measures and
feedback mechanisms

e Making the most of the work of existing Library committees and task
forces to ensure that expertise and analysis of major issues is used for
decision-making purposes

J Leadmg independent analyses of the program and resource implications of
major decisions.
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3. l?stabhshthe'lf)‘eputji Librarian of CongreSS asa strong‘éhlef -
- Operating Officer and invest that individual with adequate :
authority to lead 1nterna1 management processes.

Part of the lack of institutional management processes for planning and
program execution lies in issues surrounding the role of Deputy Librarian as Chief
Operating Officer.- The position ahd role of the Deputy Librarian has béen the
subject of some debate in recent years, reinforced by the short tenure of those who
have served in that position since 1990 and several periods of vacancy. To focus
efforts of the institution on implementation, clarify roles, and.responsibility and
increase accountability, we recommend that the Deputy be designated Chief
Operating Officer (COO) with respon51b111ty for.implementing the- L1brary 's mission
and goals. Similar to the role of COO in Executive Branch agenc1es, the L1brary s
Deputy role would include the followmg L R

° Provrdmg overall organrzauonal management

.. Supportmg efforts to develop and 1mplement strateglc and operatlonal
| plans | :

. Prov1d1ng leadersh1p for 1mprovement or. reenglneermg of support
services

. Champ1on1ng the development and use of meanlngful measures of
’performance o ST

o Prov1d1ng operatmg l1nkages for external relatlonshlps built by. the i
Librarian with organizations, customers and stakeholders, mcludmg the
~ Library and publishing communities, scholars, and other national
~ libraries, to leverage L1brary operatlons and mclude stakeholders in
‘ dec151ons |

7 A Presidential Memorandum dated Oct. 1, 1993 summarizes the role of the COO in Executive Branch

agencies,
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4. Reinforce the decision making and leadership role of the =~
- Executive Committee and clarify the purpose of the Senior

‘Management Reporting Group.

- The Executive Committee and Senior Management Reporting Group: ,
structure has the potential to help address decision-making problems, clarify roles
and responsibilities, and ensure accountability. The Executive Committee should be
firmly established as a decision-making and policy-setting body with responsibilities
for overseeing institutional direction and performance. Although the Executive
Committee will necessarily have day-to-day operational management functions, its
purpose should include paying more structured attention to long-term strategic
issues, understanding their potential impact, and providing a focal point for
implementation. It should review the Library’s progress toward achieving its goals
on a regular basis, with its focus being on identifying performance problems and
areas of potential future concern. . ' o

The Executive Committee should be supported by an active Senior

Management Reporting Group, the role of which should be not only to contribute to
_the deliberations of the Executive Committee, but also to serve as the link between
- the Executive Committee and Library staff at large. The Senior Management

Reporting Group would thereby take on an important role as the Library’s
management team for ensuring decisions are effectively communicated and
implemented, policies followed, and issues raised in a timely manner.

5. Improve provision of support services (particiilarly teéhnology,
human resources, and facilities) and better integrate these
functions into Library operations. :

Concerns about the ability of Library support services to provide adequate
infrastructure for core Library processes has been raised consistently over the past
several years. Plans, when developed, are generally not implemented nor are they
integrated into Library operations. Efforts to improve the delivery of these services
have met with mixed results. The Library should put in place a proactive process to
reengineer support services, particularly in the areas of human resources, IT, and
facilities. Such an effort to evaluate and redesign support services would include
careful assessment of actual needs and would consider alternative means of service

provision.

6. Institute Library-wide mechanisms to measure performance and
monitor results.

The Key Indicators project plan provides the basis for a more rigorous
approach to performance measurement. The Library should move quickly to
implement and expand on Phases II and III of the project and then develop a process
that includes measures of output, productivity, and customer and employee
satisfaction (using employee survey results as a departure point). The development
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of a performance measurement system should be an institution-wide effort that is
used not only to inform management decision making, but to galvanize improved
performance at all levels of the organization. ‘The Library should ensure that
meaningful measures are developed, targets of performance agamst those measures
established, and results tracked on a regular basis. Management information
systems should also be reinforced to better inform management decisions and make

feedback routine.
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2.3 ASSESSMENT OF OPERATIONAL PROCESSES

As part of the overall analysis, Booz- Allen proflled the Library s ma]or '
operational processes to provide a framework for understandlng the organ1zat1onal
performance and the factors that influence it.. G .

231 Background

By focusmg on the ma]or operatlonal processes, we: developed an
understanding of operational performance, organizational and infrastructure
relationships,.and. management perspect1ve This understandmg is the foundation
and context for 1ntegrat1ng other flndmgs ' : : A ‘

2.3.2 Methodology

Our study of the lerary s processes took two forms proflllng the. L1brary s
processes and detailed examination of the management of two collections (books
and photographs). These efforts are explamed below

“1.. - Booz:Allen profiled the Library collections management,
copyrlght registration, and Congressional Research Service (CRS) ‘
inquiry and response processes. e

We profiled the following major operational processes:

o Acqu1s1t10n and recelpt of materlals
‘e Cataloging
e “Preservation - : : :
e Servicing (prov1dmg matenals to requesters)
e Disposal
e Copyright
e CRS inquiry and response.
The profiles are made up of flow charts, throughput data, and staffmg data for the
processes. These profiles are located in-Appendices E, F, G, and H. =

Booz-Allen’s approach to developmg process profiles was stralghtforward
Using existing Library documentation (for example, work flow documents, various
studies, and annual reports), we first developed tentative flows for the core
processes. Using these flowcharts as a starting point, the team conducted interviews

with Library staff to-adjust, confirm, and expand each profile. Process mformatlon B

obtained from these interviews included:

Steps and sequence
o Input .
e Approximate time 1ntervals
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Number and type of staff mvolved
Results and outputs - T P

. Information systems and databases used
. ,‘Dec151ons and dec151on-makers 1nvolved

Booz Allen compiled this information, created the ﬂows, and vahdated the prof1les
with Library staff.

2.

Booz-Allen also exammed how the lerary manages 1ts book and v
photograph collectlons ' :

In add1t1on to the overall prof1lmg of collect1ons management we focused
our examination on the monographlc book and photograph collecnons To™-
accomplish this, we: -

e

Interviewed L1brary people mvolved at var1ous levels of collect1on |

- management”

Visited work and storage s1tes
Observed work in process.:

We also attempted to track a random sample of books and two photograph
collections received during 1995 from acquisition of the matenals through entering
- them into serv1ce : S SR

The results of these two efforts contributed significantly to-‘the fmdmgs and
.conclusions discussed in this section. The append1ces for this section include
detailed information and descriptions of the processes we observed and prof1led

The remainder of this section on operational processes dlscusses our findings,
conclusmns, and recommendations. » :

2.3.3 Findings and Conclusions

Our findings are grouped accordmg to the conclusions to which they lead as

follows:

Management of the collections management process

Collection management infrastructure
Management of acqulsluons and mtegratlon w1th collectlons management

Procedures for improving collections management.

Our fmdmgs about the Copynght Office and CRS focus on the potentlal for
operat1onal synergism between the processes and resources used in those areas' and
those in collections. -

Appendices F and G, which focus on the L1brary s monographic book and
photograph collections, complement the fmdmgs in thls section. :
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From the profiling efforts; we developed an uriderstanding of the flow and
characteristics of the major collections processes used in the Library. Essentially, the
processes used in the Library are relatively simple, straightforward, serial processes.
Little rework and in-process approvals exist because the tenured staff is experienced
with the work of Collections, Copyright, and CRS (which is mostly knowledge
based). The process used in collections has multiple entry points for the different
media and acquisition sources, but for the most part the processes are similar for the
different materials. T T T : '

Because the Library works with more than 400 languages, a broad scope of
subject matter, various acquisition channels, and multiple types of media, a number
of process complications and exceptions arise as the Library deals with the input
variations and the knowledge required to process them. Historically, the Library has
dealt with these complexities and variations by organizing resources. along’
specialties of subject matter, geography, language, medium, and acquisition source
(depending upon organizational unit).” As the amount of published material and
the scope of the Library’s-acquisition activities increase; and the number of resources
with specialized skills decrease, the Library’s collections-process becomes stressed

and requires alternative process, technology, and management solutions.

For a more detéilé_d explanaﬁdh of the pAroc"‘e‘S‘s‘égténd tﬂé complex1t1es Wi’lch;‘ n
which the Library deals, please refer to the appendices.

1. The Library manages its collections on a functional basis and does ..
not control or measure collection management as a process.

The fundamental finding from our review of the operational processes is that
the Library does not manage or approach collections activities as an end-to-end .. . |
process. Instead of using a “process management approach,” the Library manages .
divisions and directorates in a classically functional approach. . I

Exhibit 2-20 iﬂusffa‘téé the basic differenice between functional and process
management approaches: e - S !

and improving functions and resources along and-within‘the -+ -
organizational structure and components. EEEIERRENE

e The functional management approach focuses on guiding, controlling,

o The process management approach focuses on guiding, controlling, and
improving the effectiveness of a business process that uses organizational
- Xesources to deliver products and services. | . . s
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EXHIBIT 2-20
.- Process -Management .

: Acquisition Cataloging ~** Preservation ~ Servichg Disposal

- Organizational Functions ———

R SN T

The concept of process management defines, organizes, and mariages an -
organization and support structures 1n terms of processes rather than funct1ona1
areas. :

This concept is based on the reahzatlon that producmg a product and
delivering-a service requires activities and internal processes that cut across the
organization. This has the efféct of highlighting the integration of, and"
communication between, people and functions within the organization and its
customers. Furthefmore, it facilitates the identification of nonvalue-added
activities and deals with the admmlstratrve activities as well as the. process. R

activities. One of the main benefits and _purposes of using a process management |

- approach is that it provides the understandmg of how to control, manage, and

constantly improve how the organization delivers its products and services in.
response to changing customer demands and input varlables

In practlce, process management mcludes

J Determrnmg the ieffectiveness of the processes by using measures of
workload, resource availability, utilization, output, and efficiency -

° Managingthe in‘puts to the ‘processes

J Lmkmg the process goals and plans with the orgamzatlonal strategy and
goals

e Assigning process ”Owners” to oversee and manage the processes and the
associated infrastructure support and systems.
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- Typical results from process management pract1ces include reducing congestlon

problems from mismatches between the workload of organizational units and their
capacity, ehmmatmg var1ab111ty in workloads, and i 1ncreasmg the consistency in the
way work is performed.

Our prof111ng of the operational processes used in collectlons management
leads to the conclusion that the. Library.does not.manage its.collections management
process in this manner. The following Exhibit 2-21 shows the collections
management process of the Library today ﬁ '

. Note that the collections management process is an end-to—end set. of
activities that crosses multiple orgamzational boundaries' and is the single *
mechanism or channel available iver the L1brary s services. Our conclusion is
grounded in the total understandmg of the processes, as described in Appendix E of

- this sectlon The followmgﬂfmdmgs help illustrate the basis of our conclusmn

a. Reportlng systems do not provrde appropnate vrs1b111ty of process
drivers and controls. ,

"The reporting systems used in the lerary are geared mainly to prov1d1ng
information for the Library's annual reports, measuring the levels of arrearages, and
producing key indicators. Because the reported ‘data do not relate to. process controls
or to the key process variables, we were unable to assess the eff1c1ency or, ..
effectiveness of the processes we profiled. ' .

For example, most of the Library Serv1ces key indicators are counts of inputs
to the collections management process and work completed.  These counts do not
reflect such:drivers as foreign language materials versus English language materials
or work output relative to the Library's different roles.. Many measutes that we did
find are unrelated to the core process (for example, reference queries), and such key
process vanables as throughput times generally are not reported : ;

! Appendix E contains more detailed flows for each activity in the process and. 1llustrates that
indeed, the Collections Management Process crosses numerous organizational units, for example,
Acquisition, Copynght Order Divrsron, Overseas Operations, Exchange and Gifts, Catalogmg, and

Preservation.

2 The Cataloging Directorate STARS data do include detailed processing times by cataloging team.
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In addition, the various.reports use different, largely irreconcilable measures,
1nclud1ng :

e Measurement of rece1pts as elther p1eces or 1tems

° Measurement of catalogmg by t1t1es or by actlons (for example, full catalog
- record completlons, recataloglng actlons, and name change act1ons)

. Measurement of preservatlon as bound books versus unbound books o

b. Data for many key process varlables are not captured by the current
systems and, therefore, the process cannot be fully analyzed

The data systems used for creatmg b1bhograph1c records and workload control
do not contain sufficient data to allow, measurement or ana1y51s of many process
variables, either within-one process step or across: ‘the entire collections process.
Because of this, we could not track items through the entire process and could not
determme accurate processmg tlmes

The Mult1-User MARC System (MUMS) is used to created b1bl1ograph1c
records of the collectrons, ranging from monographic books and serials to such
special collections as photographs and sound recordings. Completed MUMS records -
include catalogmg processing dates and priorities, but do not include data for
acquisition, preservation; or servicing materials. - Such data are inaccessiblé, which
means that items cannot be tracked through the entire process. Appendices F and G
address specific quest1ons about the monographic book and photographrc collections
that illustrate this point. e }

2 | The 1nfrastructure support for collectlons management process is -
‘inadequately integrated.

The infrastructure support for collections management .inadequately supports
effective management of the process. The ex1st1ng information systems are not
integrated, do not permit tracking of work in process or location of an item in ‘
circulation, and do not support maintenance of inventory records. Add1t10nally, we
found no controls or procedures for movmg work and matenals through the

collectlons process
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- Individual process data systems are not- llnked

In Exhibit 2-21, we 1dent1f1ed the automated systems used for work control in

the collection management process. - As illustrated in Exhibit 2-22, these data systems
~ are not mtegrated For example, data in ACQUIRE. about the completion of

processing of an item in the Acquisition and Support Services Directorate do not
flow into.a Catalogmg Directorate STARS record. Not only must a separate record
be created for STARS, but inconsistencies between output. from Acquisitions and
input to Cataloging occur (see Appendix G dealing with management of the general

book collectlons)

EXHIBIT 2-22
Unlinked Data. Systems - . .-

Acquisition | | Cataloging Preservation |- 1. ;v,Mét‘eria‘lg'j-'.

| ——— —  ACTIVITIES ——eieeaee iy

b. Data systems do not allow tracking of work in process or prov1de SR
inventory records.

As described in Appendix G, we were unable to track books through the
process from acquisition to service. Some reasons why we could not track the books

were:

' The record ‘system for items bemg acqu1red does not lmk to the record
system for cataloging : R
» The acquisition data appear to have entered ex post facto, in. that dates of
 receipt by the Library often are later than the’ recorded start of catalogmg
e Once cataloging of a book has been completed, the MUMS record does not
indicate whether the book was unbound when it was received, precluding
analyS1s of the processmg required in the Preservation D1rectorate
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Moreover, our attempt to track books through the process and other profllrng
efforts revealed that
Although there is a: brbhographrc record for each cataloged ser1al or book
- title'and for lots and items-in the special collections, there:is no-effective
 inventory system. The bibliographic record contains the requisite
cataloging and classification data. While this record signifies that the
Library has acquired and recorded the information, it does not enable the
-+« Library: to locate the item if it.is not stored on the shelf.. Therefore, there is
' no effectlve means: of controllmg collectron 1tems B R T

o Except in Catalogmg, there is no way to measure or track the t1me to
-+ process itéems in collectrons management , S

e Except in Cataloging, there isno effectrve way to develop standards that
= could be'used to develop consistency and best practices, because the data
, necessary to develop standards are not captured or tracked

| c ' Movement of work throug_f _lthe collectlons management process
-, s uncontrolled " . .

The Lrbrary typlcally uses trucks to move monographrc books and’ serrals
through the collection management process. During our review, we found no
standard procedure for determining when, by whom, or under what condltlons a
truck is moved between workstations. ‘Numerous ad hoc practlces and
understandlngs among individuals at the various work stations govern the
movement of trucks. We found no procedures, practices, or consistency for

identifying what 1tems are on a truck or trackmg the movement of trucks between
workstations.

3.  The effects of acquiring large collections are not dealt with in a
| programmatic or systematic method.

During our profrlmg of the collections management process, we noted that

“the coordination of and planning for acquisitions of large collections are not based

on systematic analysis of the overall effects of the acquisition on the functional areas
of the Library. Such factors as the current collection’s arrearage status and the .
requlrements for preservatlon, catalogmg, storage, servicing, and budget are not
considered in a coherent or consistent manner. Overall, the acquisition (mput to
the collections process) is not treated programmatically to understand and plan for
the workload and the resources required to place it into service in a timely manner.

® A typrcal hbrary truck is about 35 feet long and 1 5 feet wrde, has three shelves, and large wheels |
Each truck can carry about 250 books.
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S

a. Acqulsltlon of large collectlons can overburden the collectlons
“management process. ST I P e

While profiling the collections management process we frequently
encountered references to large collections that were demanding attention and
resources. Typically these large collections take a long time (on the ordef of years) to
catalog and place into service, and many times require the borrowmg of staff from
mu1t1p1e areds to process Several examples are: . S I P

Altschuler jazz record collectlon The lerary acqulred thls collectlon of an
estlmated 500,000 78-rpm jazz recordings: durmg 1992. Currently,:
1nventory-level cataloging of this collection is still underway, consuming

- the services: of about 10.people from the Special Materials Cataloging
- Division of the Cataloging Directorate and the staff of the Motlon Picture,
' Broadcastmg, and Recorded Sound D1v131on

P _Look Magazme photograph collectlon The L1brary acqulred thls collectlon
in December 1971. 'During the 1989 arrearages census, the collection was
‘estimated to contain about 5,000,000 photographs. Cataloging of the
collection has been underway for about 2 years and will probably continue
beyond 2000.’ Catalogmg of this collection is consummg the services of
about five catalogers in the Prints and Photographs DlVlSlon along with

., scarce storage space e < . R
° Eames papers The L1brary acqulred this collectlon of an estlmated 280 OOO ,‘
: ‘pleces during 1994. As we learned, durmg our. walk—through of the
photographs management process, this collection is one of the top
processing projects in the Prints and Photographs D1v151on As dlscussed
_in Appendix I, the Eames collection is one of the processing projects w1th
which our selected photograph samples (the Gladstone and Booker T
Washmgton collectlons) are competmg for attention. .

b. Inputs to the collections, particularly acquiSitions of large -

collections, exceed the capabilities of the Library's current or
. foreseeable resources to both process and prov1de proper ’
. stewardshlp

During our profiling of collections management we noted that adequate

- storage space is not available for some of the Library’s collections® and some of the

staff in lerary Serv1ces are nearly overwhelmed by, and preoccupled W1th dlgestmg'

4 Please refer to the Analy51s on Inputs and Management of Photographs and Monograph1c Matenals :
appendices. .
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large collect1ons acqu1red in the past The issue of 1nadequate storage for collectlons' :
is addressed in Sect1on 3 1 of tlus report deahng w1th fac111t1es management

: lerary staff expressed concern that given these condltrons, the lack'of
plannlng 1ntegrat10n for acquisitions, and the continued ‘acquisition ‘of materials,
the Library is not always able to fulfill its respon51b111ty and provrde proper
'stewardshlp for the 1tems it collects e

iR

Operatmg level 1mprovement 1n1t1at1ves are not 1ntegrated along
the collections management process. Ry

- Inour proflhng and tracking of sample items through the collectlons
management process, we found that the Library’s culture fosters self 1mprovement
at the operational levels of the organization. This culture has resulted in a number
of improvements in specific functions along the collections management process.
We did not, however, find a coordinated’ plan or'integration of the initiatives
aligned with: the collectionis management process or a higher level'set of ‘goals and
strategies. As a result, the Library does not obtain the full benefits of'its - '
1mprovement efforts across the collectrons management process.

Operatmg level personnel in: L1brary Services have initiated a number of
projects to improve procedures and services. For example, somé directorates’ have
created and executed plans to guide the improvement of work flows, alignment of

 staff/skills, automation’ and control of work and performance measurement and

reduction of workload dr1vers For example

¢ Institution of the ZIP+4 markmg system for mcommg lerary mallmg
addresses to reduce the mail sorting workload in the mall room’ and
expedlte the dehvery of US. Postal Service mail

o Screenmg proposed transfers of matenals (Exchange and Grfts D1v1sron) to“ :
- ensure that only items that might be wanted are sent to the Library (for
example, reduction from about 11 million 1tems per year to about 2
m11110n items over a penod of about 2 years)

1 . Prlotmg the use of combined bar code-secunty tape to permlt trackmg of
work in process and replace heat-apphed tapes by the more eff1c1ent _
" pressure-applied tapes. : : : :

Further examples of operating level improvement initiatives are the pilot
organizations and work processes in acquisitions and cataloging, and carrying out
surveys and discussions with internal and external customers. Most’ often, upper

> The +4 digits represent the mail code within the Library.
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st

level management neither promotes nor constrains these efforts and as such they |
are either limited to.a functlonal level scope or left ummplemented :

However for all of the initiatives examples c1ted and for many other |
initiatives of which we are aware, we found.no link to an integrated, effort focusing
on improving the collections management process Moreover, we found that

o Automatlon initiatives are nelther de51gned nor synchronlzed to address :
- multiple needs along the collections management process (for example,
“across-the’ organlzat1on—acqulsltlon, cataloglng, preservatlon, and

servicing boundaries) - Co :

Operatlons are continually hindered by:

"Lack ‘of information systems archltecture and solutrons pertment to the
~ entire collections process o

Dlsconnects ‘between fac111t1es plannlng, acqulsltlon dec1s1ons, and
operatlonal needs (for example, 1mplementat1on of whole-acqulsltlon
teams). : - o

These conditions indicate that the 1n1t1at1ves we observed are nelther drlven by,
coordinated with, nor supported by, an overall view and stewardship of the
collections management process - ST R =

The cataloglng functlons in the Copynght Offlce and the lerary
are significantly different in both form and purpose, and offer
essentially no cross-organlzatlonal processing benefits.

The Booz-Allen effort looked at the Copynght Office from a process
perspective to determine synergism between its processes and those of the Library’s
collection management. Although the Copyright Office catalogs items, both the
purpose and details of the cataloging are substantially different than that performed
for either the lerary collections or the library industry. One way to illustrate this
difference is to examine the data that is obtained and used within the Copynght
cataloging process. The Copyright Office uses a system called COPICS to document
and track items throughout its processing and operations, including its cataloging
process. Of the COPICS’s total of 23 data elements, only 6 have any possible overlap
with the L1brary s MARC record. These elements (1n COPICS termlnology) mclude

o Title and Statement of Respon31b1l1ty
» Edition Statement

o Series Statement ‘ ,
° Internatlonal Standard Book Number

e Imprint .
e Notes.
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. In: general the Copyrlght Offlce performs more of an mdexmg funct1on than™ -
llbrary cataloging. To have the Copyright Office catalog in the same manner as the :
Cataloging Division would require a substantial increase in complex1ty and work
load for the Copyright Office. This would increase copyright processing times and
costs, and would not yield benefits to the Library for the items not ultimately -
selected by the L1brary s Selection Officers. ,

6. Although CRS is markedly different from other parts of the
+ Library, it faces some of the same challenges stemmlng from b
| infrastructure support . . ‘

Our profiling of the CRS led to an understanding of how the CRSVhandles
congressional inquiries and its responses. We found that, to respond to
congressional needs, CRS uses an organization aligned by specialty and sub]ect

" matter along with a work logging and tracking system, Inquiry Status and '

Information System (ISIS), to track and count all requests and responses. ‘Similar to
Library collections management, CRS employed simple processes to address
congressional requests for reference and research (shown in Appendlx E)

To help understand the basics of how CRS addresses requests, congressmnal
inquiries come to CRS through three avenues: :

. D1rectly to staff i in the divisions (based on knowledge of and relatlonshlp
between 1nd1v1dual CRS and congressional staff members)

. Through the Inqulry Section, which assigns and distributes the mqulry to
the appropriate CRS Division(s) -

* Through the ‘Congressional Reference: Centers

Regardless of where the request enters CRS, it is input into’ ISIS for trackmg,
although many mqulnes that go directly to Division staff and the Reference Centers
are entered after the inquiry is answered. ISIS provides CRS the basis for 1ts
monthly reports on products and | serv1ces dehvered to Congress

After i 1nqu1r1es are received and negot1ated61n the Inquiry Sectlon, they are
input into ISIS, reviewed, and transmitted to the a551gned Division(s). A “fanfold””’
then prints in the a331gned division, is reviewed and assigned to specific staff for
action. The fanfold is then used as the mechanism to track progress and tr1gger
additional 1nformat10n ‘being entered into ISIS,

¢  Upon taking an inquiry, the staff in the Inquiry Section of CRS discuss the details with the requester
to determine the type and format of response needed, the urgency and response time needed, and among
other things, clarification of the sub]ect matter and the request CRS refers to this as negotiating the

request.”

7 A fanfold is a six-part form, pnnted off special printers in the Divisions, that is used to track the

progress of an inquiry.
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In addition to the direct ‘requests, CRS proactively identifies topics of
congressional interest and creates reports and a body of knowledge in: antmpatron of
ongress1onal needs o R C : -

From the profrlmg of the CRS we 1dent1f1ed two challenges for the
organ1zat1on S ‘ SR : o

a. Similar to collections management by the Library, CRS uses a
number of information systems for, storage, retrieval, and trackmg
that are not 1ntegrated into a broader structure to support the CRS

' processes ‘ ‘

CRS employs a number of systems to locate, retrreve, format store, and -
distribute its products along w1th a system to track and. report on the workload and o

e CRS uses the Pubhc Pohcy L1terature f1le (PPLT) as a full-text retrleval
'system for research

e ISISi is the current mqulry trackmg system ISIS 96 is a new, relatlonal
database trackmg system that is bemg rolled out to CRS DlVlSlonS

» Both STARS and SCORPIO are used to store b1bllograph1c mformatlon
‘about CRS products - ' | .

e Two areas of a database known as:CRSX and: CRSP are uSed to store
ub1bl1ograph1c information on current and noncurrent products and
onfrdent1al memoranda :

e CRS operates the Research Not1f1cat10n System (RNS) used to notlfy CRS ,
- GAO, and CBO of ongomg research for coordmatlon purposes

. ,CRS mamtams a homepage for access to 1ts general dlstnbutlon products

CRS has also m1t1ated a number of new technologles that support the. dally
work flow and access to mformatlon, and speed up delivery of products and access to

mformatlon for Congress

8CRS provides research responses for both general distribution and confidential responses.

® The homepage is not accessible to the general public. ~
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e Both a V01ce Response Unit: and an: Automatlc Call Drstrlbutlon center are
e used 1n the Inqu1ry Sectron to manage, route, and count mcommg calls ’

S -
Loy

. fA homepage prov1des products to Congress in a sw1ft on—demand ba51s

¢ FAX-ON-DEMAND capability helps drstrlbute short CRS products (for N
' example, Reports, Fact Sheets, and Issue Brrefs) o

- 0 , ',‘Access to commercrally avarlable databases 1s bemg prowded and
. coordinated to capture cost advantages :

e.. ISIS.96 is being developed and piloted, and will prowde a 51gnlf1cant
upgrade for CRS staff in that it will provide needed enhancements, allow
two-way flow and mput from both Inqu1ry and D1v151ons, and eventually

- replace the fanfold. TR ST s E IS RTINS ST ST

Today, the tracking. and work systems are not linked and integrated along the
overall process used by CRS. Because of this, extra layers of work have-been
necessary for CRS staff to perform, track, and record their work as effectively as it is
currently done. Today’s use of ISIS.and the manual flow of six-part fanfolds,
although effective in providing output statistics, exemplify:this-issue as it requires
additional work to capture data on the fanfolds, key it 1nto ISIS and then rekey
some data to generate statlstlcal reports o

b Although CRS tracks s1gn1f1cant amounts of data, 1ts focus and use .
~of the information is more transaction. reportmg than process e
management i - L

CRS uses ISIS to track and report a s1gn1f1cant number of ”key mdlcators” and
these measures provide extensive information about the output transactions.'’ This

information includes the followmg

" Number of products prov1ded to Congress by product type
¢ Number of inquiries
e Distribution counts
e Congressional office coverage and service .
e Number of seminar and training events.
CRS uses the key mdlcators in many ways, from supportlng budget requests to

providing statistics on CRS output, to determining work load and resources and
supporting recent CRS management decisions (for example, closing the Ford

Reference Center)

10 Refer to the CRS Monthly Report for a complete listing of measures.
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These measures, however, do not provide insight into content drivers
required to determine and create a trend. about:how many inquiries or how much
work was performed on a-particular topic.'’ (ISIS 96 will not be able to track by topic
area either.) Similar to the processes and key measures in the collections
management of the Library, CRS should include more of a process. perspectlve in its
measurement and management.

2.34 RecommendationS' |

Based on the flndlngs and conclusions from our process profiling, we have
been able to summarize our recommendatlons about the operat10na1 processes into

the following areas:

~# " Define and manage the L1brary s operatlons from a process management
: 'perspectlve ‘ | :

. Plan and manage spec1a1 and /or large acqulsmons as pro]ects separate
from the normal 1nﬂow of matenal

The three recommendatlon areas are dlscussed below

1 Defme and manage the lerary’s operatlons from a process e
management perspectlve. T : f o ’

The processes in the collectlons of the L1brary are relatlvely 51mp1e, but . ¢
complicated by the variations and special needs of media, language, subject matter,
and source of the collection items. ‘Currently, Library Services is organized and
managed on a functional basis and meastires statistics of work performed by the
directorates and divisions. Nonetheless, the Library does not match and manage the
relationship between the demands and profile of incoming materials and the
requ1rements needed to process the matenals ,

For the L1brary to treat and manage its operat1ons as processes, it needs-to
accept concepts and set up systems that allow it to view the acquisition, cataloging,
preservation, servicing, and disposal of collection items as one process that can be
understood, managed, and balanced to the strategic d1rect10n of L1brary To take a
process perspective, the Library needs to:

e Understand, track, and manage the mput volume and variations

e Plan the work and 1nterpret process measures as an mtegrated cross-
functional flow from acqulsltlons through to shelvmg '

1 Some searching for topics can be done in ISIS and ISIS 96 by performing a text search but this
capability is very limited and unreliable as it is dependent on the handwritten notes and buffs entered

into ISIS after a request is addressed.
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J Measure data that provrde meanmgful 1nformatlon about the controllable‘
variables of the operations: :

- process performance in “touch time,

mput by volumes and types

| output by volumes and types

”2 queuing time,
transfer tlme, backlog; and'efficiency B

variation in processmg time and throughput

‘ locatlon and status of matenals whlle in process

: ?trends for both: mput/ product type and sub]ect matter

° Perform capac1ty plannmg and management that relates mﬂow of
' materlals to the processmg resources ' o

* Develop and align specrahzed resources to handle specializ"ediiriput needs

e Assign Process Owners/Stewards to manage and integrate the Collections
Management process and 1ts assoc1ated support structure and Systems

including:

Tk

— the mtegratron of existing systems (or the acqulsltron and

implementation of an Integrated Library System) to support the
end to end Collections Management process - _

- estabhshmg appropriate systems to. control track, and monitor the

movement and condition of collection materials throughout the
Collections Management process.

One significant facet of the process perspective for the Lrbrary collections is
managing and controlling the inflow of materials (through collection policies,
government transfers, acquisition planning, electronic advancements, and. greater
industry role) and then equating the inflow of materials with the general and
specialized knowledge-resources required to process them B A

2 Actual working time.
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Plan and manage specral and/or large acqursltions as pro]ects |
separate from the normal inflow of material S S

In concert with the above recommendation to adopta- process management
perspective and approach, the Library should treat the acquisition of large special
collections as separate, individual projects. ‘The L1brary should create a
management process to balance the inflow (acquisition) of materials through better
integration of acquisition pohcy, L1brary strategy, staff and fac111t1es Tesources,

- budget, and prioritization.

Through our study 1t became clear that wh11e Library Serv1ces has generally
been able to handle the normal inflow of ‘materials’ and has been successful in some

cases, at reducing the, inflow of unwanted materials (for. example, .government

transfers), the acquisition of special, large collections stresses the resources and
causes delays and arrearages of unprocessed materials. For the most part, the .

_ potent1a1 acquisition of new collections (for example, “Look” magazme) is known

well in advance but is not connected to, and hence planned for, relative to -
cataloging and facilities.

. Sp_ecial pro]ect planning for acquisitions of new collections at Library should:

e Determine ; resources, time, and space requlred to. process and malntam the
new material

. Prloritize the materials agamst other pendmg efforts o
. Budget approprlate resources for the materlal (people and facilities)

° 'Schedule work in accordance w1th the prloritlzation before new material
is acquired -

3. “Explore methods to change the work in cataloglng and collections
. from performing original cataloglng to facilitating, managing, .
guiding standards, and enabling the work tobe performed by the
information sources and end users. o

A significant portion of work in the process we observed is based on locating
or providing access to information for others—either about a piece of published
literature for cataloging or real time, up-to-date information to address a
congressional request. The Library’s historic work has been finding, ass1m11ating,
coordinating, cataloging, and indexing data created by others and transformlng the
data into orderly information presented for users. This is especially true in the

2-74



Booz-Allen & Hamilton

collections areas where significant effort is expended to'collect and interpret data to -
properly classify and catalog published works. Given the growth of published
materials and the effort and space required by the Library to collect, catalog, and -
service them, the Library cannot be successful in the long term with its current
views, concepts, and practices of collectlng, catalogmg, and serv1c1ng materrals

The L1brary should explore redefmrng how it accomplrshes catalogmg (and
potentrally collectmg) from performmg original work to facilitating, managing,
guiding, and enabhng the work ‘of those who prov1de materlal to the Lrbrary (such
as publishers) and those who use Library collections (such as researchers). By using
technology, training, cooperative agreements, and reengineering principles the
Library could create mechanisms to share, redefine, and redistribute work along the *
industry value chain (that is,-authors, publishers, distributors, libraries;, and users)

- while maintaining and enhancmg its leadershrp and standards role.

Currently, the Library has operatronal 1n1t1at1ves that could be a departure
pomt for this type of change (for example, cooperative cataloging efforts with other -
institutions and the 'Hispanic Acqulsltlon Team guidelines for pubhshers) but these
efforts have not been designed or undertaken with the intent of supporting this type

of a shift.

To further this. needed sh1ft the Lrbrary should create a collectlons
development strategy that goes beyond the current Collection Policy Statements and
cooperatively guides and integrates acquisition and collections activity-across
national institutions. Ultimately, these efforts would span international libraries

and institutions..
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24 ORGANIZATIONAL STRUCT URE

24.1 Background L

The organlzatlonal structure of the L1brary of Congress has evolved over time
to focus resources aid respond 1o a series of internal issues and problems.
Throughout | this report, we discuss issues pertaining to the delivery of Library
services.,. Organlzatlonal structure in part determines the ability of the. Library to
respond to. these issues and concerns. This section consohdates organlzatlonal

G el

S . -“3*",‘ Co

2 4 2 Methodology

Booz Allen exammed the lerary s orgamzatlonal structure by domg the
followmg .,

We assessed the hlstorlcal ba31s for, the current L1brary orgamzatlon We
~ reviewed past’ and cutrent organlzauonal structures and identified formal
: reorganlzatlons, organ1zat10na1 reahgnments, and personnel shlfts '

e We 1dent1f1ed areas of this study where organizational issues were 2 major
factor affecting the Library’s ability to achieve its goals. Through this
analysis, we distilled critical aspects of organizational structure that if -

| changed would better support the L1brary

. We con51dered trends in Federal government orgamzatlons and best
management practices to identify opportunities for increased leverage in
the Library organization. These trends are reflected in our
recommendations.

Research and analyses based on documentation available from the Library was
supplemented by interviews with Library managers and staff about the impact of
organizational issues on L1brary performance.

24.3 Findings and Conclusions

The following section addresses Library orgamzatlonal structure in three
parts: past, present and future. :

1L The recent past (from 1988 to 1996) is marked by three major
Library reorganizations and numerous shifts in personnel
assignments.

. Three major reorganizations of the Library of Congress have occurred since
1987. First, a substantial, Library-wide restructuring followed the Management and
Planning (MAP) report and trans1t10n teams. This reorganization created the
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management team structure,. estabhshed Collectlons and Constltuent Services as
separate services, and, reallgned support: services to.report to the management team
and the Associate Librarian for. Management. At this time, the planning and
development office that reported to the Librarian was eliminated. - Second, support
services were also’ realigned. The, Associate. L1brar1an for Management position was -
eliminated (1993), ‘Financial Services and ITS subsequently reported to the Office of
the Librarian; Integrated Support Services was ass1gned to Constituent Services; and
Human Resources was organized as a separate service unit. Third, th1s structure
was changed i in late 1995, as, descnbed in more detall below i

In addltlon, numerots changes have taken place in semor management
positions. This lack of.stability in senior management posts raises questions about
the Library’s ab111ty to follow through on organizational. reallgnments In addition,
several managers interviewed stated that individuals and-positions are not always
well matched, thereby creating; ‘another reason for the frequent changes An '
historical summary. of 51gmf1cant organizational and..senior. management. ﬂchanges is
included in Appendix D, “Selected Ma]or Orgamzatlonal Reahgnments and '
Personnel Shlfts, 1988.to 1996.” ; . .

2. The present'Lib'ra"’fy organiz’ational‘ structure isbasedona
reorganization in late 1995 and early 1996 to address repeated
~concerns about ablllty to make decrsrons and hold people
e accountable. B

‘ The L1brary reorgamzed in September 1995 as follows

e It reahgned L1brary-w1de support services and merged two principal
operating units, Collections Services and Constituent Services, into one
orgamzatlon, L1brary Serv1ces :

o It reallgned respons1b1ht1es in the L1brar1an s off1ce and created a senior
Executive Committee to 1mprove top managementwdec1sron makmg
processes. :

Four main infrastructure support serv1ces—-F1nanc1al Serv1ces, Human
Resources, ITS, and Integrated Support Services (including protective services and
facilities)—were realigned in September 1995 to report for a brief period to the Chief
of Staff who later assumed the position of Associate Librarian for Support Services
responsible for these functions. A new Chief of Staff was appointed in February
1996. This realignment of support services reestablishes an organizational structure
similar to that of the Office of Associate Librarian for Management eliminated in

1993.

The recent Library reorgamzanon and the structure it replaces, is depicted in

Exhibit 2-23.
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EXHIBIT 2 23
“Library of Congress Orgamzatlon
Pre September 1995 Reorganlzatlon

i '.arlan of Congress,;,,.: [ |

" National Digital
_Library Program -,

| cnietorsiatt I — Deputy lerarlan Ny O i

o Ccmgressional Relalions Oﬂiee R
“ . Development Office." . " ;\. i "]

.+ ;Office of the General Counsel :
- ' Office of the InspectorGenem 1
! |e Senior Advisor for Diversity. ;

‘ (41)

. Personnel Seeumy Ofﬁee (2) .
+ Financial Services (38) ~ ¥
"o Information Technology Services (1 96) ‘

[

| cottections , Wi |- |
' ‘Services

. (1 401)

/|- Gongressional

Research
Service
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T coliections "
Policy Office
6)

. March 1996
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93 -

and Senior Advisor for Diversity

Chief of Staff Librarian of Congress

S

. Deputy Librarian . ‘N

» Congressional Relations Office
* Development Office

).+ Office of Communications - .
L+ ‘Office.of the General Counsel

o Office of the Inspector General
¢ Personnel Security Office

‘ f Executlve Commlttee
(683) oo — ---.: Senlor Management
SEEAE N R i Reportmg Group -

Supporf Services

Flhaneial SQrvlces -

¢ Human Resources
* Information Technology Services
. .Integ{e;ed,Suppon Servlc_ee .
o Congressional o v )
Library Services " 'Research ' Copyright ‘Law Library - .
'Service - 8

T (SMT)

. (528) .

W
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2-78

(60




Booz-Allen & Hamilton

. Human resources and trammg, as d1scussed 1n Sectlon 4. O Human N
Resources - : : i ‘ \ SR

. ",Informatlon technology plannmg, systems development and
mamtenance, as dlscussed in Sectlon 3 3, Technology Usage .

. Fac1l1t1es_ management, as_ ‘dlsc_ussed in Secnon 3.1‘,_Fac111t1es .

. Security,' as dis’cu“ssed insection]?vs.bzr, ,‘Security.

6. Transfer of the Copynght Off:ce from the lerary to another
organlzatlon may not have major operatronal 1mpacts, and the beneflts :
of such a move are unknown _' ;

In thlS review, we cons1dered the organlzatlonal relatlonshrp of the- Copyrlght
Office to the Library, and the potential for transferring Copyright from the Library to"
another organization. In addition, Booz-Allen analyzed the Copyright Office from a
perspectlve of operational process and revenue contribution to determine potential
synergies between Copyright and other Library processes. We did not assess the
operations, efficiency or effectiveness of organizations outside the L1brary of
Congress that might be considered potential targets for the copyrlght functlon

We considered .?fo'ur elements of the"’Copy"'right' Off1ceoperatlons, including:
_» The long-standmg relatlonshlp between the lerary and copyrlght
. Copyrlght as a source of material for the Lrbrary collectlons '

J “Lmkages between catalogmg for copynght purposes and for L1brary o
collections s

e Revenue potential from copyright receipts.

From this review, we concluded that there is little operational reason for

‘housing the copyright function at the Library of Congress However, the beneflts

from transferrmg 1t elsewhere are unknown e

Since its creatron 130 years ago, the Copyrlght Ofﬁce has operated asan
independent arm of the Library of Congress. One of the major benefits of tlus
relationship is that copyright deposits are a significant source of material for the |
Library’s collections. Selections officials w1th knowledge of L1brary collectlons

{
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affected by 51gmf1cantly different respon51b111t1es, constramts, and performance

requirements: than those of the rest of the Library. Consequently, the CRS obtains
much of its information from sources other than the L1brary, and it organizes its

: operatlons differently.

-~ CRS does not generally rely on or make extenswe use of the lerary 5
collection materials. We found that most reports 'CRS created are continuous, living
documents that require timely information and updates. In general, CRS does not
rely on the Library collections, as books do not contain the most current information
for the research CRS performs. The research divisions of CRS use mostly journals,

. serials, association and professional networks, sister-agency pubhcatlons, and on-

line services for their analysis and research materials. The Law Library is an
exception, as CRS does utilize its collection but st111 maintains 1ts own collectron of
legal resources necessary for research. T e Y :

Because CRS maintains the reference 11brar1es in the Congressronal Reading
Rooms and Reference Centers and has had difficulty locating the Library serial
materials in.a timely. fashion®, it maintains its own subscriptions and collection.
Overall CRS researchers do not rely heav11y on L1brary collectlons -

24, 4 Recommendatrons

To address the L1brary-w1de issues of mtegranon and management L
accountablllty and to respond to overall review fmdmgs, Booz Allen recommends

the following organizational changes.

1. Focus ‘management attentlon on implementing the current
orgamzatlonal structure w1th certaln enhancements

Throughout this report, we 1dent1fy problems with follow-through at the

- Library. These problems are evident in deficiencies in executing plans,

1mplementmg high-priority initiatives, integrating efforts across organizational
lines, measuring progress, and learning from past experience. We found the same
concerns across the L1brary organizational units that we exammed although to a

lesser extent at CRS.

* 2The Educatlon and Public Welfare D1v1slon recently found that matenals collected through Exchange

and Gifts from state governments will be of value as CRS performs more work on the devolutlon of
responsibilities from Federal to state govemments O RO TSR

® The October 1994 study companng Public Pohcy Literature File (PPLT) and commercial databases
found a success rate of only 42 percent when locating serials in the Library of Congress. Recent
discussions between CRS and Collections have yielded a better understanding of CRS's timely needs for

serials and have improved CRS's access to the Library serials.
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Too often, managers attribute problems such as those identified at the Library
of Congress to organizational structure and.subsequently redesign the
organizational chart. The new Library structure has been in place too short a time
for anyone to fully evaluate its success in'improving Library productivity and
service delivery. ... = . DU o .

The new Library Services organization may, in part, help the Library adopt a
more integrated process approach by merging components of the collections
management process into one organization. This provides a framework for moving
to the team-based approach described below. However, the size of Library Services
organization, multiple reporting’layers and potential for loss of focus may impede
Library ability to improve its performance and accomplish its mission. The Library
should, therefore, assess the functioning of-the.Library Services organization on a
regular basis to detéfmine if it is an example of over-consolidation and should be
structured differently. . o B S

In implementing its organizational structure, the Library should also consider
more actively pursuing outsourcing arrangements and alternative sources of
expertise. In addition, shared seérvices arrangements are another implementation
approach that would help improve Library service provision, particularly for
support services like human resources. A shared services approach distinguishes
between corporate planning and policy functions and operational service delivery.
A centralized corporate policy and planning function provides direction and . ,
guidance from a single source. Service delivery is physically decentralized to .
customer organizations but maintains its reporting relationship to the shared
service organization. .. . . .. . . Ch T e Coa

The organizational structure upon which our. recommendations.are based is
depicted in Exhibit 2-26. The main changes include designation of a Chief .
Information Officer (see Section 3.3) and Chief Financial Officer, and realignment of
reporting relationships to affirm the Deputy Librarian role as Chief Operating
Officer. In addition, it calls for designation of leadership positions for institutional, -
cross-cutting concerns, such as facilities (Section 3.1), security (Section 3.2), and
planning and program execution processes (Section 2.2). = - T
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 EXHIBIT 2-26

. Recommehded “Organizaﬂtion_f '

¢+ Congressional Relations Office
* Development Office’
¢ Office of Communications
s Qffice of the General Counsel
] ¢ Office of the Inspector General

Chief of Staff
and Senior Advisor for Diversity -

Librarian of Congress

N |
S !
"77;f:_:Management Reporting Group. i

]

annihg & Pfogmm égacutlon Process Officer

.Operational Shared Services
« Human Resousces -
* integrated Support Services

- Designated Facilities Officer

. ‘| operational Shared Services
- i hared Service
: ks?,";f:nifsﬂﬂfyﬂoﬁ,’“  Information Techriology Systems _ )

_Congressional .
Research Service

- Library Services : -

Copyright .7 . Law Library .

B

We do recommend that the Library take proactive steps to focus' management
attention on making the newly established organizational structure work. These
steps should-include clarifying roles and responsibilities and improving ,.
management and operational process and service delivery across the institution.
The main elements of an approach to improve the functioning of the Library from
an organizational structure perspective are discussed in the recommendations that

Although our analysis showed few strong operational links between
Copyright and Library Services and between the CRS and Library Services, we did
not find substantial evidence to support moving those functions from the Library.
Rather, until a complete assessment is made of the costs and benefits, for both the
Library and a potential receiving organization, of moving CRS and Copyright, any
organizational shift should be pursued with extreme caution and considered
premature. Restructuring those functions to other organizations is likely to cause
severe disruption and damage to their service delivery.
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2, Establish a permanent Deputy Librarian as the Library’s Chief
Operating Officer and clarify the role of that position by
~_investing it w1th L1brary-w1de operatlonal dec1smn-makmg
“authority. :

Our analy31s of the L1brary s mst1tut10nal management processes 1dent1f1ed
the need for improved integration of plannmg and execution. The Library has
made several efforts to establish plannmg processes over the past several years that
link strategic,. operatlonal and functional planning and 1mp1ementat10n However,
the shifting roles, inadequate accountab111ty methods, and insufficient: 1nformat10n
for decision making have resulted in a lack of integration and follow-through
Clarification of the role of this position so that the occupant will have L1brary-w1de
operational decision-making authority as well as resources to perform as a COO
should be a critical Library priority. As part of the strengthenmg of the Deputy.

~ the Executive Comm1ttee and service unit senior management currently reportlng

to the Librarian should report to the Deputy A recommendation pertaining to. the
functioning of the Executrve Committee is included. in Sectlon 22, Assessment of

Management Processes

3 Elevate the Chlef Fmanclal Offlcer’ s postlon to focus attentlon v
-~ on 1mprov1ng the lerary’s fmanclal systems. and controls .

A comprehenswe d1scussmn of the fmanc1a1 operat1ons of the L1brary and
specific weaknesses found is contained in the Price Waterhouse report that was
prepared concurrent w1th th1s Teport. : ‘ :

4 Estabhsh a Chref Informatlon Offlcer posmon to provrde |
leadershlp in technology across the orgamzatlon. '

g

- The' L1brary should establish a Chief Information Ofﬁcer (CIO) posmon '
to help 1mplement an effective IRM strategy that integrates the requlrements of the
Library’s broad commitments to internal and external customers. The CIO should
be an integral member of the decision-making management team arid should be -
included as a member of the Library Execuitive Committee. Information technology
support infrastructure is the most fundamental enabling capability for the Library to
effectively function in the information age. Technological innovations currently
provide methods for increasing efficiency and productivity of selected functlons but
are now essent1a1 for performmg nearly all the basic lerary functlons ~

The most fundamental lerary-wrde infrastructure is the mformat1on
infrastructure. Library operations are information and transaction intensive. A
significant weakness of the Library of Congress is'its current IT mfrastructure as
identified in Section'3.3, Technology Usage. Addressing this issue to position the
Library for the rapidly evolving IT environment, as well as transformation of the
role of the L1brary to an information broker, requires leadershlp and L1brary-W1de
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focus. The CIO role m1ght also include servmg asa catalyst and mtegrator of L1brary
research and. development processes. : "

5. Ass1gn leadershlp and responsrblhty for ma]or processes to
“process owners” or “process champions” who have authonty to
~ provide leadershlp across organizational lines.

Ensunng that the lerary s management and operatlonal processes are
effective and contmually 1mprovmg requires speC1f1c assignment of responS1b111ty
for process stewardshlp’ We recommend that exp11c1t process owners be
estabhshed in three areas. The problems in these areas are discus d. th oughout the
report.” The L1brary should con31der applymg this approach to other issues and
mst1tut10nal concerns as well.‘ A ‘

prog;am exegutlgn progess The most fundarnerital L1brary management process |
requiring stewardshlp is strategic and operauonal ‘planning, and- implementation.
Whereas there is somé organizational cynicism regarding’ plannmg at the lerary

‘because of a sense of lack of integration, follow-through, and accountability, the -

Deputy Librarian should be tasked with establishing, effective Library-wide planning
processes executed to ensure accountablllty and unplementahon This effort should
include designating staff for developmg and coordmatmg the 1mplementat10n of an

-integrated planning and program execution process, with exp11c1t attention to

performance measurement and trackmg T e e e e

__egm Process. ownershlp concerns also have been raised in the security area, as
L1brary-w1de security is not the respons1b111ty of a smgle md1v1dua ”C;ollectlons
security is the responsibility of the division chiefs, collection managers, and Library
officers who have custody of the materials. The Protective Services organization

- has the respons1b111ty to. assist in maintaining a security « controlled. environment.’

The guard, force and security systems for Library facilities or collect1ons located off of
Capitol Hill are not the responsibility of Protective Services. - The collections security
officer, or similarly designated leadership position, would be charged with.
protectlng the Library’s collectlons from all forms of r1sk SR RTER S

for facilities manageme nt.- Resident in the support services ,
organization,. strengthemng this position will help the Library plan and execute
facilities decision in a more proactlve, efficient and mtegrated manner.

6 Implement a process- and team-based orgamzatlonal structure o “'
‘within Library Servrces, and potentlally, other services..

~ The current L1brary Serv1ces orgamzatlon is a large (approx1mately 2,100
employee) hierarchical, functlonally based organizational structure with more ‘than
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200 organ1zat1onal units (6 directorates; approx1mately 50 d1v1s1ons, OffICES and
projects;.and more than 150 sections). Whereas this organization was recently
established to achieve. greater coordination and integration, without a significant
organizational thrust toward mtegratlon, the barriers and junctions identified
throughout this report will continue to persist. L1brary Services should move to
extend team organization pilots, which have been in place for many years
throughout the collection management process. The success of this team approach
is a function of strong leadership and development of team skills to.ensure follow
throtigh and innovation. Overall, L1brary Services needs to 1dent1fy the appropriate -
team/organizational relationships and levels to assist in overall collection
management processes. ‘ : ‘

Currently ‘the’ L1brary does not manage the relatlonsh1p between the demands
for and requirements of processing incoming material. As noted in the Section 2.,
Assessment of Operational Processes, the systems and infrastructure support tools
are not integrated to facilitate and track work from the begmnmg of the . ma]or
process through to the end (for example, acquiring, processing, and servicing
collection materials and receiving, researching, and replying to congressional
mqumes) The Library should expand and implement the whole-team approach
piloted in acquisitions and catalogmg and adopt an organization of process and
support teams aligned with the major process. This type of structure and alignment
would enable and facilitate both a process management focus and the development
of integrated tools. ‘

A process- and team-based structure would assist in removing barr1ers
between sections and divisions throughout the processes, assist in formulating
indicators for process-wide measurement and performance strategies for planning
and measuring improvement. Process-based structures also provide greater
flexibility to staff for 1dent1fymg and addressing process bottlenecks
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25 REVENUE OPPORTUNITIES ’

As part of the overall assessment of the L1brary of Congress, Booz:Allen
explored the potential revénue stemming | from existing or additional fee-based
services. In order to frame the discussion and understand the i issues mvolved we
selected to explore in deta1l four services that the L1brary prov1des '

Full recovery of copyright reg1strat10n costs—an. analys1s of all costs related
to reg1ster1ng a claim with the Copyright Office and a determmahon of the

"'un1t cost der1ved from the full cost s e et

Charging publishers a fee for cataloging——an 'analy_sis of the full cost to

- catalog a book and a determination of the unit cost.to be charged

: Chargmg commercial researchers a fee for usmg L1brary services and

facilities—an analys1s of the cost of supporting commercial researchers
and their requests , o

Chargmg fees for 1nter11brary loans—an assessment of the costs assoc1ated

- with fu1f1ll1ng loan requests from other domestic:libraries.

_ The ma]or purpose of the review of the four serv1ce areas is to determme the
potential for additional revenue and to explore the issues related to mcreasmg

. existing fees or 1mplement1ng additional fee-based services.

2.5.1 Background

The L1brary began assessmg potent1al fee—based services in 1988 in the
Management and Planning (MAP) report; the Arthur Young report of 1989 further
explored potential fee-based services. Whereas these studies identified services that
could provide additional sources of revenue, they did not fully investigate,
evaluate, and recommend the opportunities and the revenue potential. This
analysrs investigates more fully the opportunities and issues related to the four
service areas. The specific objectives include the following:

Determination of the revenue potential

Assessment of Library’s cost accountmg data and support structures
required to implement fee-based services

Analysis of legislative/stakeholder issues, which affect implementations

" Analysis of other options for providing the services, such as outsourcing.

Comparisons with benchmarks/best practices .from similar organizations.
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. The four services selected for analysis can be con31dered representatlve of the
types’ of fee-based services the L1brary might pursue to increase its revenue base. As
such, the analysis of the selected services illustrates the lerary sconcernsin
1mp1ement1ng fee-based services and prov1des a framework for quahfymg and
assessmg revenue opportunltles :

2.5. 2 Methodology

‘To assess the revenue: opportumtles represented by- the four service areas, - ‘-
Booz-Allen developed an approach that focused on the key data and assumptlons

" behind the delivery of the services. Our methodology followed two major tracks:

financial cost analysis; leglslatlve and stakeholder analysis — focused on possible -
reactlons to fee-based serwces and the effects on revenue.

We used three major sources of flnanc1a1 and cost data budgets for the o

service units or divisions involved; General ‘& Administrative overhead-rates, -

calculated by Price’ Waterhouse in 1994; and estlmated fac111t1es costs, based on the o

work done by the' Fac111t1es Team in thlS study

In evaluatmg opportunltles for revenue-generatmg services, we: d1d the

| followmg

e

. Welghed the beneflt of additional revenue against the r1sk of a dechne in -
demand for these services as fees mcrease S

. Con31dered the arguments of constituents who would oppose the charging
of fees for services that have been historically subsidized by taxpayer
dollars ‘

. Rev1ewed the legal authonty to charge or change fees and rewewed draft
and proposed legislation related to the chargmg of fees

e Evaluated each revenue opportunity within the broader context of the
L1brary s overall mission, to mitigate the risk of recommending a change -
1in fee structure that could fundamentally undermine a separate but critical
element of the Library’s mission: . :

o Assessed some pract1cal components of mtroducmg or ‘changmg fees, such
~-as the followmg .

- Tramlng staff to adopt more of a busmess mentahty as. opposed to the |
service mentality that exists today ' .

- ‘Enforcing new fee-based services, especially taking into cons1derat10n =
the large definitional issues around some of the areas proposed for-
review. :
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Flnanual and Cost Analyses

, For each of the services studled we conducted 1nterv1ews in the relevant ;
orgamzatlonal units to ‘obtain mformatlon Booz-Allen needed to allocate costs for
an effective analysis. Using the data available and the assumptions we estabhshed
we developed cost models for each of the areas. We developed an overall cost
model based on full allocation of costs and then conducted sensitivity analyses to
determine the ranges of costs and their potential impact on the Library and the
affected users. In addition to examining the financial data, we also examined the
supportmg financial mechanlsms that allow effectlve mamtenance of: fee-based
services. e : e B S T

LegiSlathfe/ si&kéhﬁlder Analysvi‘s’ !

Similarly, we assessed the leglslatlve env1ronment in wh1ch the lerary
would be mtroducmg the potential fees. We reviewed draft. leglslatlon related to
fee-based services for the last 5 years. to understand the concerns that have led to -
changes in the proposed legislation, We also reviewed the testimony key -
stakeholders gave during the hearmgs We supplemented the testimony w1th
targeted interviews and with the Mission Focus Groups, wh1ch dlrectly addressed
serv1ces and fees as:part of their review. : SR e

Based on the financial and cost analyses, we developed individual cost and

~ revenue models for each of the products studied. From these models, we developed

the analysis of the revenue potentlal and the issues the L1brary faces in
implementing fee-based services. These analyses form the basis for the f1nd1ngs and

conclusions outlmed below
253 Fmdlngs and Conclusmns

1. Opportumtles to increase the revenue stream of the Library of
* Congress do exist and vary s:gnlflcantly 1n the level of addltlonal
funding they may provide. a : "

Exhibit 2-27 summarizes the overall revenue potential associated with
recovering full costs in each of the four areas we analyzed. As the exhibit indicates,
we provide a range of potential revenue for some areas. This range reﬂects the fact .
that different assumptions lead to different results for full cost recovery.

As the table indicates, we have not estimated the revenue potential from
charging commercial researchers. Because the Library service units or divisions do
not maintain any records regarding the number of commercial researchers who
exist or the amount of staff time committed- to supporting’ them, it is extremely
difficult to estimate revenue for this service. We did, however, estimate an hourly
rate that could be charged to commercial researchers. This hourly rate is discussed
as part of the unit cost analysis, which follows. o ‘
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EXHIBIT 2.27 ,
OveraII Revenue Potentlal Based on FuII.-Cost Reco_very

=t|al'" Revenue “Un

' 24 000 to.29,400°

Copynght F{eglstratlon1 , 12,6002 e

“Chargmg Publlshers for Catalogmg e 0 ] R 7 500 to 7,600

‘Interlibrary Loans 0 T 57810 678°
| Charging Commermal Researchers L0 --.-Not Available ...
.'TOTAL T e o 12 600 - | 33 073 to 37,678 |

. To denve the potent1a1 revenue, we developed a cost model ‘to analyze the
full cost of the services. ‘ThlS cost model is shown i in Exh1b1t 2—28 o R

To evaluate the total cost of the resources requlred for each service, we used
budget appropriations for FY 1995 for each of the service areas. Based on our
interviews with key representatwes of the relevant service areas, we developed

- assumptions on how services were prov1ded From the assumptrons, we. developed"

: allocatlon rules and dlstrlbuted the costs across the products and services.

! The analysrs of potentlal revenue spec1f1cally excludes Acquisitions, Licensing, and the Copynght
Arbitration Panels (CARP), but includes all other aspects of Copyright. ‘While some Copyright -
activities may perhaps be excluded from cost recovery, we were unable to refine the estimates to.
exclude these activities- due to the limitations in the data available.. The potential.revenue from full
cost recovery, therefore, could be somewhat smaller than the figures cited here. - -

2 This figure excludes fee recelpts for Specral Handlmg and Expedrted Servrces and reﬂects only fee
receipts from registrations. }

? This range in potential revenue under full-cost recovery is predicated on comparing actual FY 1995 fee
receipts to the full cost of the copyright registration process. In order to highlight the difference
between current receipts and full cost recovery, the analysis does not take into account p0551ble changes
stemming from a fee increase, such as the potential drop in the number of registrations.

¢ This analysis excludes the revenue that could be generated through international loans. The Library
announced it would resume international lending for a fee in February 1996.
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EXHIBIT.. 2-28

- Cost. Model

Compensation/ - | FY 1995 Budget:] 22,163 - i} 34,301 468 Not Avallable
Benefits N e N RN
Travel - lusage = - 87 - 86 Not Available "f':iNo‘t Availab‘le-?
Postage/ - | 'Number of -~ 795 - 86 72110 | Not Available”
Telephone | Employees . : o RO b S R VST
Pnntlng/ e lNumberof‘ v 175 ' 58 . | Not Available-:..Not Available
Photoduplication .. .. |[.Employees. ~ || © " ] v o o e e
Other'Services | Numberof “204 170+ | -Not-Available * Not-Available -

s | Employees ;o EEAIEY AR T S IR IR SU U
Office Supplies ‘Numberof 208 |'© " 0 | NotAvailable | NotAvailable

' ‘Employees 4 .
Books & Materials/ [ Numberof - 122: | =" 21, | ‘NotiAvailable - .'NothveiIabIe_
ADP Equupment Employees .=} - Lo L , e T B
Subtotal : s el Tos,844 ol 84722 0 0 578, ‘ Not Avallable g
(FY.1995 Budget) L R RS T R e o
Overhead ‘Percentage’of | 4,743 7,340 - 100 . |- NotAvailable
. | Compensation/
Benefits.

Facilities - Cost per FTE 0 0 0 Not Available
(On-site Cost) . N
Subtotal 4,743 7,340 100 Not Available
Total Cost 28,587 42,062 678 '

- Two key findings came out of our analysis of FY 1995 appropriations. First,
we learned that the Library budget does not allocate overhead costs fully to each of
its service units. As a result, the budgeted amounts do not incorporate a 51gn1f1cant :
portlon of the actual costs of the service, such as overhead costs associated with-
paying for custodial services, protective services, and utilities. Nor do budgeted
amounts provide for lease payments by any of the services (the L1brary occupies
buildings that are fully paid for-and maintained by the Architect of the Capitol).".
Therefore, to account for all costs and assess the cost impact of potentlally movmg
certain serv1ces off-site, we added the followmg indirect costs:

. ‘Ov'erhead—b'ased on the rates computed by Price Waterheuse for the
L1brary in March 1994 ‘

. Fac111t1es—based on estlmates prov1ded by a commerc1a1 real estate agency
for leasing space if Library functions were moved off 51te ' :
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- Second, we leamed that the Copyrlght Offtce der1ves 1ts total budget ftgure
from a functional breakdown of the office. In other words, separate budget figures
exist for the divisions that support the basic reglstratton, the acqulsmons, the
licensing, and the arbitration functions. By contrast, the Cataloging in Publication
(CIP) division, the loan d1V151on, and the various divisions that support. commerC1al
researchers do not receive detailed budget figures from their service units. -

_ Accordlngly, for interlibrary loans and commercial researchers, we broke down the

service unit budget to-estimate costs assoc1ated with the individual d1V151ons we
studied. : : :

- After developmg the full-cost model for each service area studied, we
performed sensitivity analyses against the model to demonstrate how. changes in
the way services are provided would affect both potential revenue, and the potential.
fee. Exhibit 2-29 provides descrlptlons of the sen51t1V1ty variables we used for each

serv1ce

EXHIBIT 220
Sensitivity Variables

Copyright FuII'!Cost‘“ - Allocates full cost based oh number it claims; assumes servnce '
- | Registration® | On Site , unit remains on Capitol. Hill :
‘Full Cost = Allocates full cost based on number of clalms, assume"s‘ sewtce
Off Site unit moves off site
Productivity = Copyright Office estimates current staff operates at 80% .
improvements productivity; reduces Iabor cost by 20%, assumes servuce umt
OnSite . “’remains on Capitol Hilt - L _
Productivity = Copyright Office estimates current staff operates at 80%
.Improvements Off « . productivity; reduces. labor cost by 20%, assumes service unit
Site 7. moves off-site ‘ ‘
] Clatm Type o = Allocates full costs based on resources consumed by clalm :
On Site - . type; assumes service unit remains on Capitol Hill
CaimType = = Allocates full costs based on resources consumed by claim
Oft Site . type; assumes service unit moves off site
Charging - | FullCost ¢ . "= Allocates full cost by divisions within service unit; assumes
Publishers for A - ... service unit remain_s on _Capitol Hill
Cataloging = | e .
- |ofiste < = MOdIerS faculmes cost assumlng semce umt moves offsite o
Interlibrary Unsubsidized. = Assumes libraries pay only for their own filled loans; - .
Loans _ . - Congressional requests paid through appropnated funds
Unsubsidized = Same as unsubsidized; excludes indirect costs
| without Indirects ’

® One of our sensitivity analyses is based on the Copyright Office’s relocating off-site.” The off-site cost
analysis does not suggest that the Copyright Office should become a separate government agency.
Rather, it is intended to explore only the effect of an off-site location on-costs and potential fees.
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ServioeArea ' J Description
Subsndlzed ‘ ‘Assumes that filled requests | to ||brar|es subsnduze fllled
v requests to Congress '
, Subsidized"Wi’tho'ut Same as subsndlzed excludes indirect costs ‘
_ -Indirects S
Charging = | Loaded Hourly Rate - Includesz overhead costs in deriving hourly“rat'e
Commercial R R e T
Researchers _ Lo , S
| Unloaded Hourly "' Excludes overhead costs in deriving hourly rate ;
Rate -

Exhibit 2-30 summarizes the 1mpact on potentlal revenue When analyzmg

full cost agamst one of these sen51t1v1ty vanables

_ ~ EXHIBIT 2-30
Potential Revenue Using Sensitivity Analyses

pyright <~ | " Full Cost Full Cost ~ Productivity Productlvity Claim Type Claim Type
Reg?strauon . ‘ onoest .| o stte N lntpt:\lsenn;ent Im;gg\:seiineent On SIte OffSite |
12,600 28,600 . ,29400 |, 24000 25,000 ' 28600 a1 29,400
Charglng On Site ’ Off Site -
Pubhshers
Gatalogng 0 S /- R 7600 .
Interlibrary Unsubsidized “'Unsubsidized Subsidized i _Subsidized
Loans 0 . w/o Indirects : :w/o Indirects
| 678 7 1,600 1400
Charging | __ Loaded Hourly Rate Unloaded Hourly Rate
Commercial ‘
Researchers 0 $28.58hour $23-54m|'

In many instances, the Library receives benefits in kind from the customers of
the services we evaluated, such as copyright registration and cataloging. The value
of these benefits in kind should be considered when deciding to set fees that recover
full cost. Exhibit 2-31 takes into account offsets for the value of the items obtained
for the Library through each service and provides rev1sed estimates of potential
revenue, assummg offsets

3 ‘For copyrlght registration, this-value consists-of materials kept by the -
Library for its collectlons. While different figures exist within the Library
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'~ for this value, the best estunate appears to be $13,296,000 annually This
figure is lower than the $20,158,594 cited in the annual report of the |
Copyright Office. This d1fference is due to the fact that Copyright, for its
- annual report, counts items using the definitions of the copyright system.
Additions to the collections are counted using. conventional library
~ definitions of materials, wh1ch reduces the quantrty and the unit pnce
. used to Value the items.” , ;

‘e With respect to mterllbrary loans; the: Lrbrary borrows less than 2 percent
. of what it lends.. Items borrowed service the Congress and internal hbrary
uses exclusively. We assumed a quid pro quo reaction from the- lrbrary
- ...community when. calculatmg the offsetting value for this. service.: In
- FY 1995, 353 loans were made to the Library. Assuming the same’ *

mterhbrary loan rate we estrmated the Value of loans to the L1brary
approxnnates $11 000. :

¢ Using the average price per book in calculatmg part of the’ copynght o
" registration figure, we estimated-that the value publishers provide for
cataloging through the Library amounts to $1,670,000 annually.

¢ This figure is based on a Working Draft of a report entitled “Acquisition of Material for the
Collections of the Library of Congress,” dated February 28, 1996 for the period 1993 through 1995. This
report was written by the Senior Advisor to the Librarian of Congress and concludes that “...the entire’
valuation process: needs systematrc study and attentron "

7 The Working Draft of the report “Acquisition of Material for the Collections of the Library of
Congress” states, “Copyright Office reports that it turns over an average of 816,000 items a year, with
an average dollar values of $17.1 million [1993-1995]. However, a review of these frgures clearly
mdrcates that the quantrty is too lugh and the unit pricing method is not reliable...”
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EXHIBIT 2-31
‘ Revenue Analyses Offsetting -

Value of Iltems - Recelved

Copyright 12,600 24,000 to 29,400 0 24,000 to 29,400
Registration® _ ‘ . :
212,600 1| *, 24,000 t0 29,400 . +:+10,704 to 16,104
- Chafging " 0 | i 00 7,500 077,600 - L 156 " 5,83010'5,930 -
Publishers for.: *| .. . Lo i v g L
Cataloging .. .:.; e e ety s g
Interlibrary . -[.;- 0O - 57810678 oo . B6T 5667
Loans = . . . S ey AT R e ST
Charging 0 Not Available Not Available .-~ Not Available
Commercial ‘ ‘
Researchers , g : “ :
. TOTAL [ 12600 | ' 350781037678 | 14977 /17,101 t0 22,701

To evaluate the effect of increasing fees or intreducing fees for services that
are currently provided gratis, we looked at the change in unit costs from a

customer’s perspective. Under this analysis we developed a proposed hourly rate to

charge commercial researchers. Calculation of this hourly rate is based on the
following assumptlonS'

o The average grade of a reference librarian is GS-12

 Benefits and overhead costs are incorporated in the rate

e Reference librarian demands on their management staff are minimal,

resulting in no allocation of division management costs to thefhourly rate

N

. Equlpment deprec1at10n costs cannot be estlmated for 1nd1v1dual
divisions. They are not included as they are borne by the service unit -

e Since commercial researchers are likely to use more than one readmg

room, we derlved a smgle hourly rate.

® The first row assumes the Copyright Office would continue to receive copies of registration material at

TR

no cost as currently legislated. The second row assumes the Library would purchase $13,296,000 of

materials for the collections which it receives today at no cost. We predicate the latter assumption on
the fact that Copyright Law, as currently written, provides copynght protection regardless of whether

or not the creator submits a registration.
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Exhibit 2-32 outlines current fees and. potential unit costs/fees under full-cost
recovery. For the four services we studied, this exhibit compares proposed unit costs
to the costs of related services provided by other institutions and research libraries. =
The proposed unit cost/fee assumes-full cost recovery. ' -

“" EXHIBIT 2-32
... Potential Revenue Unit Costs

Serials — $20 $38-$47 | » The Patent and Trademark Office (PTO) maintains a fee schedule
mials g $10 §~10v with 145 fees; 40 of these fees include different amounts for small
aroup senals - - and large entities. Fees range from $0.25 to $2,990.. PTO has

Group Daily Newspapers [. -$20 ~ | $38-$47 .[ t:~~i‘tattc::tgryauthofl[.‘tv'to<|=hg"9°feesa""l‘a‘"y based on changes in

TextualMaterial. ~* . | =~ $20 [ $38-647 |~ the ConsumerPricelndex. -~ "~ '
“Motion Pictirres = . | . @op. -1 ¢ag e1o | Athotighthe Copyright Office does not cumently.charge a fee b
Motion Pictures © .. $20 $38-$49 claim y e(exclgc}i'i?IQg group items), some Librzryhsaor?vices suc¥|

Performing Arts __$20 $38-847 1;asihebo t:r’]ott;‘)duplic_:atitzir‘n’s‘"etr)\llicce"‘(‘ dodmottodgglmg?‘r& di;ﬁn L;irs‘ges
Sound Recordings __$20 $38-$49 o (1 jorvice {l.e., Diack and white, color, and other,
Remewals . . | $20 __| $asgsg | °YPasis (ie.feapariob, peritem,or perhour).

[Supplementaryints. | 8§20 | sss-ea14 | = et

Visual Arts —$20 | $38-950 |
o —$20 .

Mas_ _ ork

“Cha

i -sfo;:'; - | $185-$189" #In 1993, OCLC @stimated afee of $36/book based on anhoury -
. L |. .. rate; they believe they could now offer the service for less. .~
et e Quality Books offers a graduated fee schedule as follows:

| - S0daytumaround -$30 ... .. . .. S

"= "10-day tumaround - $50 ' o
They currently absorb those publications the Library will not take,
- like those of self-publishers, but probably could not handle the
Library's CIP volume. e el

FeeperCIP** = "

Interlibrary Loans

charged foes ranging from $10 to $43- for interlibrary loans in
- 1989 Adjusting +22.9% for.changes in the Consumer Price
" Index, in 1996 estimated fees range from $12t0 §53. .
~-Colorado Technical Reference Center. .. .-~ .-

Filled Requests . - | $0 . |. $28-¢32 | ° Thefollowing members of the Association of Research Lib}ariefsi‘ ,I

. Georgia Institute of Technology
~University of Mictiigan :
.University of Minnesota .

__University of Washington

? The high unit cost rahge for Suppleméhtary Information and Mask Wbrks résults from the
proportionally high number of personnel in the Cataloging Division who are dedicated to cataloging
these proportionally small number of registrations.
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| Cost per Hour"

g Charg/ng Commerclal Flesearchers;

P . oy * Fees for free-lance’researchers val considerably by division and
$o . $24~$2 9. by researcher.  For example, we received the following quotes -
from a'sample of résearchers polled:
Newspaper and Current Periodicals: -
- §1ee set by customer
- $65/hour or $325/day
= $35/hour with &' 4-hour minimum
- $60/Mhour; $100Mour for 1st two hours
: ',.Mohon Picture; Broadoaslmg and Reoorded Sound

-$250/day.
—$250/
,-w%:yy

2.

$50hour”

Two of the serv1ces studled—mterllb ry loans and assrstmg s
commerc1al researchers-——have a low volume, thus llmltlng thelr R
revenue potentlal ‘ O , L

As the lerary of last resort, the L1brary of Congress lends relatlvely few 1tems .
to other libraries and lends mostly to Congress. -In FY 1995, the Library filled:32,000
of 40,000 requests made from Congress, compared to filling 21,000 of 46, 000 requests o
made from other US government or US research libraries. The L1brary received..
38,000 requests for material from US research libraries-and 8,000 requests from, Us -
government libraries. Unless the fee'for. loans to other libraries would subsidize the
cost of loans to Congress, the revenue from 21,000 loans (filled requests) to libraries
remains qulte small—under $7OO 000. ' :

In servmg commerc1al researchers, most divisions.in the Library have
limited themselves to requests that can be handled qulckly, usually within a 2-hour &

time frame

“Any request demandmg greater attention is generally referred to a list’

of outside researchers, resulting in de facto outsourcing of commercial research.
Accordingly, charging commercial researchers a fee for research would most likely
not offset current appropriations. Rather, the additional revenue would be offset by
additional costs for performing research that currently is not performed

3.

Significant revenue potential exists for the other two services
studied—copyright registration and cataloging—but pursuing this
revenue potentlal must be examined in light of precedent and the
Library’s mission.

We believe the revenue potential from recovering full costs for copyright
registrations and charging publishers for cataloging should be addressed within the
broader context of the Library’s mission. Because the copyright registration and
Cataloging In Publication (CIP) programs provide considerable contributions to the
Library’s collection (Exhibit 2-33), the effect of increasing or introducing fees for these
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those w1th the greatest potent1al for reahzatlon and to. estabhsh effectlve strategles :
for 1mp1ementat10n

6 _ The lerary does not have the pricing mechamsms in place to the
. extent necessary to support addltlonal fee-based services. :

For comparatlve purposes, Booz Allen also mterv1ewed personnel in. several

- of the areas in the Library that currently charge fees for their services.. We found no.

consistent pricing methodology for establishing those fees, partlcularly where .
calculating. hourly rates is concerned

e In the Catalogmg Dlstrlbutlon Serv1ce, fees are estabhshed through pr1ce
recommendations developed by the Fiscal Officer. These price
. recommendations are based on a manual calculation of the: marketing and
distribution costs for a particular product and mclude an estimate of future

sales volumes.

o The Photoduphcatlon Servrce uses an act1v1ty-based costlng approach to
develop more than 40 separate fees for the copying services it provides.
.. Photoduplication calculates hourly rates assuming 1,177 annual direct
...labor hours per employee. The difference between total annual hours of
2,080 hours and annual direct labor hours of 1,177 (903 hours) was
assumed to account for hohdays, annual leave, sick leave, lunch breaks
and 1.5 hours  per day “unaccounted for.” - S T

] The Motlon Plcture, Broadcastmg, and Recorded Sound D1V1s1on
calculates hourly rates assummg 80 percent productivity and 1,675
. “available hours per year.” The 20 percent reduction of available hours
- allows for training.and other contingencies. The resultlng hourly rate is
: effectlvely based on 1,340 annual dlrect labor hours : -

. ~The Copyrlght Law provrdes the Reglster of Copynghts w1th the authorrty :
" to fix fees for special services (i.e., services other than basic copyright:
registrations) on the basis of the cost of providing the service. The
Copyright Office calculates hourly rates for these fees assummg 2,087 direct
labor hours per employee. A multiplier of 73.29 percent is added to thls
hourly rate to account for other d1rect and indirect costs

7. Outsourcmg could s1gn1f1cantly affect the Library’s operatlng costs,
“unit cost of servrces, potentlal revenue, and also, mlss1on SRR

Alternatlve methods of productlon, such as outsourcmg, are p0331b1e 1f they
are found to be in keeping with the Library’s mission.. While we did not evaluate
the cost savings that could be realized through outsourcing, we did consider which .

~of the four services we studied warrant an outsourcing analysis. We believe
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chargmg pubhshers for catalogmg and certain work related to the copyrlght -
registration process provide the greatest potential for outsourcmg =

The Loan Division does not really lend itself to alternative methods of
production, because processing loan requests requires admittance to the stacks.
With respect to commercial research, various units at the Library have essentially
outsourced all but a minimum level of research for commercial and other users.
Numerous divisions perform only a préscribed minimum of research before
providing requesters w1th a l1st of outs1de researchers who can contmue a search for

a fee

Cataloging could be accomplished through poss1ble outsourcmg or
cooperative agreements, sub]ect tor the 1nterpretat1on of the L1brary s mission:

“In 1993 OCLC proposed to perform catalogmg for the L1brary at an .
estimated price of $36 per book '

e The L1brary does have one cooperatlve cataloging agreement w1th the
o Natlonal Instltutes of Health for catalogmg medlcal matenal »

° The L1brary has not pursued add1t10na1 cooperatlve agreements ‘because
“ Libraty senior management is concerned about mamtammg standards and
quahty in a dlspersed catalogmg operatlon WITRILE S :

J 'Ihe L1brary senior management con81ders catalogmg a core service of the
Library and one that should not be outsourced to firms like OCLC if the
lerary is to mamtam the level of quallty and completeness in its catalogs

- Parts. of the copynght reg1strat10n process are also candldates for outsourcmg, .
for example, examining and cataloging. The determination of potential activities
for outsourcing should be based on the need for'knowledge of copyright law, the
complexity of the process and the associated learning curve. It appears that the
learning curve associated with examining and cataloging is fairly lengthy, indicating

- a long time before an outside source could handle current claim volumes efficiently.

An associated risk of outsourcing mlght therefore be an mcrease in arrearages or a

* reduction in quahty

Altemat1vely, the Copyrlght Offlce could outsource the L1censmg and
Copyright Arbitration Royalty Panels (CARP) divisions, which do not get directly
involved with the copyright registration process. The Licensing division -
administers compulsory and statutory licenses for retransmitting television and
radio broadcasts. The CARP division makes determinations concerning reasonable
terms and rates of royalty payments. However, given that both of these divisions
currently offset their entire approprlatlons w1th fees, the benef1t of outsourcmg is-
pnmanly adm1n1strat1ve : T ' SR -
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The greatest potential for outsourcmg in-Copyright comes from areas where a
working knowledge of copyrightilaw is not; requlred and where policies and practlces
are not-frequently changed. A number of activities in the Copynght Office’s:
Receiving and Processing’ division and some functions in the Information and
Reference division represent candidates for outsourcmg “Combined, these two
divisions’ FY 1995 appropnatlons for compensatlon and beneflts approx1mated $7 2
mllhon : - SRR ,

' ’"‘v_,.To date, Congress has provrded the lerary w1th llmlted leglslatlve
uthonty to. expand fee-based serv1ces. o TN et

Of the four services studled,:only the Copynght Offlce currently has the
appropnate support structure in place to recover ‘cost. The'base fee for copynght
j "only be modified by law; howev e Copyright Law.does: provide
the authonty to adjust base fees.at 5-year. intervals to reflect: changes:in the -
Consumer Price Index (CPI): Despite the authority to adjust fees by regulatlon, the
Copyright Office has elected: notto do so. As a result, fees have not increased as

often as changes in cost would demand or current law would allow.

Chargmg pubhshers for, catalogmg and chargmg hbrarles for: loans would
require legislative action to relieve the Library from restrictions. Whereas the
Library does not currently have the authority to charge commercial researchers fees
for services, large research projects'could be accommodated through the Publications
office. The Publications Office has a revolving fund, which permits the Publications
Office to ‘establish projects, for fees or for shared revenue w1th outS1de pubhshers and
researchers. , :

The fact that five d1fferent pleces of 1eg1slat10n have been drafted and / or
introduced in each of the last 5 years, without any of: them having been. enacted,
however, demonstrates the difficulty and complexity of introducing additional fee-
based services. Exhibit 2-34, below, provides a summary of leglslatlon drafted or

. introduced over the last 5 years.
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- EXHIBIT- 2-34

Summary of Leglslatlon'

| General ¢ Provides for * | ¢ Defines three | ¢ Maintains - | Specifies'fee-- *-'Specmes fee-based
fee-based - types of . three' ‘based; or.fund;, - | or fund, activities as:
library services: categories of | activities as the | « Research reports
research and - | —~ Core Library products/ following: - . | . forFederal®:
information Products & services: ‘» Research | = agencies ..
products and Services: . -Core reports for 1k Intematlona] n
:?ewclaﬁssi c:l;at "domestic’ ) - Natuonal - Federal - | Iendlng ‘
. - interlibrary -+ - -Specuallzed | -agencies - 1 o mentral acquus:tlon
- the scope of loan, ' | » Centrat i+
the Library’s i ati | ¢ Lentra for Federal -
he Librarys | information acquusmon for | age\rici‘e's
core services roducts & -
A . products & Federal « Decimal .
* States core services agencues
e _ . classification
Library customarily « Decimal  devel ¢
services as "provided by . * classification glopment .
o Glfl shop
organizing, libraries to el :
development . |: ]
Pricucrin B8 Il ‘Gitahop | Cocumenteepyig
collections; | - National - ;.,-;-poc't{ment‘ * international
reference; Library .. copying . lending
- domestic. . Products & - services and |+ Central acqunsmon
interlibrary Services: . ;2:3':2“"3' for overseas
loan products & programs
* States core services used * Central  Special events
ferbvices s}:‘e‘d ’b?/ Iibrz;\rigs;’ 2:2;‘;:2:“ for | and programs
- to-be provided: | = - play role in 4 ‘ T :
| atnocost library | programs .
| o Provides = | services | * Special events 1
" administrative | - Specialized “and| programs
mechanisms Library
for fee-based Products &
services Services:
customized
information,
products, and
services that
exceed core
services, are
not national,
and are
designed for
individuals or
discrete
groups
2-107




Booz-Allen & Hamilton

Cataloging | « Considers Considers “Considers*’ |’ Does not | + Does not consider |
catalogmg as 3 cata'loging as | cataloging as ¢ - consider G cataloglng afee: |
| acore : ... ;._:’a core- . i« acore’ .-, ;cataloging.a ¢ - ;
~ service, w‘ ch . service, ‘which service, ee-based, or | actlwty, contmues
continues to | ‘continues to ‘which™ und a‘t':ti\}lty, 1 to provnde .
be providedat | be provided at ‘icontintes to = | contintes to - cataloging' at no’
no cost no cost be provided-at | provide cost
~® Libraryno .. | » Library:no - L N catalOging atno '°~‘L|brary no' loriger
: Ionger i ] longer , ¢ Libraryno - |- cost. . . = .| ‘recovers.cost plus |
i _recovers cost recovers cost | Ionger o . lerary no 2o =] 10%, but rather. -
plus 10%, but | -plus 10%, but | ‘recovers'cost | longer recovers |. recovers
rather - rather plus 10%, but ™| cost plus'10%, | distribution costs
recovers recovers rather but rather _only when
distribution distribution _recovers.. "’ recovers furnishing
costs only ~ costs only dlstnbutlon distribution .. | = products and
when wheén " costs only " costs only when " services
_.fumishing: . furnishing .. ... when furnishing .
products . and - products. and .. furnishing products and i
, ,servuces ’ servnces R I products and services
| . .. | services n : .
Research | o States only . . |« Specifies | » Authorizes * Allows charging‘ | »Allows charging of - |- .
reference. - _research - | feesfor i - -of fees for . i fees for research: | -
. services as - | reports &. .. | ‘production & research only to | only to Federal
core, not. . analytical distribution of . | .Federal.agencies | .. agencies
research . studies as : speclahzed « Establishes » Establishes
s States.. | ~specialized products revolving fund _|. revolving fund
customized _products and * Establishes R R
“research . as a fee-based |- revolvmg fund
reports & - Service ,
analytical * | * Establishes
~ studies are ‘revolving fund
- fee- based .
+ Establishes
revolving fund | ;

:gggfrarv Defines. - Defines .. Defines Domestic - Domestic interlibrary
domestic domestic domestic interlibrary lending is not a fee- |
interlibrary - interlibrary loans | interlibrary lendingisnota | based service and
loans as core- as core: service, | loansas core fee-based service'| continues to be
service, - continued to be - | setvice, . | and.continues to provided at no cost
continued to be | provided atno- :+| continued to be |:be provided-at no-f- - .- v
provided at no cost provided at no cost. co
cost ) cost

» The initial impetus for the cited legislation'Was to provide the Library
- statutory authority and financial mechanisms (example, revolving funds) to
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support activities in Wthh it was already involved. The initial leglslatlon proposed
by the Library—the Library of Congress Fund Act of 1991 (5.1416)) and L1brary of
Congress Fund Act of 1992 (S.2748)—included fee-based products. and services,
however, as well as providing for the financial mechanisms. The expansion of fee-
based services drew strong‘concerns from Library stakeholders, and as a result the
leglslatlon was rev1sed to accommodate their concerns. L

The proposed L1brary of Congress Financial Reform Act of 1994 and L1brary of
Congress Financial Management Act of 1995 authorized specific fund ‘service
activities that could take advantage of a. revolvmg fund’s cost recovery mechanisms.’
For both pieces of leglslatlon, the list of Fund service: activities is the:same. The
act1v1t1es mcluded in the proposed leglslatlon are all ones that the L1brary is

Stakeholders responded strongly to the L1brary of Congress Fund Act of 1992
(S. 2748), which led to the revision of fee-based services in the 1993, 1994, and 1995
proposals.’ Exhibit 2-35 summarizes the written testlmony prov1ded at the hearmgs
on the L1brary of Congress Fund Act of 1992 (S 2748) -

. EXHIBIT 2- 35 e
Testlmony on the lerary of Congress Fund Act of 1992 (S 2748)

e ‘Puts the Library in competmon with { = Ensure that fees'do * Takes away from the Library’s.

the private sector . | = from a barrier to access overarching traditional mission
* May diminish lntellectual property ¢ ‘and'service . - ‘asthe Itbrary-to Congress
rights- : « Maintain core services | Allows the Library to compete
» Establishes information policies of the library as free unfairly; the Library should not
for the lerary that.are - ol Charge marginal - be in competition with the
inconsistent with general | distribution costs only private sector
government information policies - for national services . | « Library should focus on
* May shift the Library’s focus from : | problems identified by GAO,
non-fee-based services to fee- , ~ rather than on expandmg its
based services ' : ' mission

* Changes mission of the Library
from focus on Congress

» Gov't information principle: - no one | . National library .| * Define core services of the
should pay more than a marginal products/services - | Library as organizing,
fee for dissemination. - |.. ~should be-provided at - .|  cataloging, and preserving its

* Gov't information should'be funded | 19 morethan . : .. | collectlons
through appropriations; agencies | distribution cost: | R
should not sell information to fund | » ‘Concem about the
~Government activities. range of cost

* Library might seek copyright categoriefs is i"°';’ded
protection and licensing fees on in the definition o
materials it produces. ' distribution costs.
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based services.

« Focus could shift to fee-based
-services at expense of non-fee-

'« ALA is concemed about
how core services will
be differentiated from

customized services. - |
- enfity, to -engage ln commerclal

* Private sector orgamzatlons
provide these services;
proposed legislation allows the
-Library, a taxpayer-subsidized

» Broad categonzatlon would

“>permit'the lerary to do just
“about-anything. S

»-No direct comments

* Consider lerary of
Congress as the library |
of last resort for free
domestic interlibrary

..loans

«-No dlrec;t comvments-

1

- As further evidence of the divergent opinions around chargmg fees for.
services, stakeholders’ responses from the Mission focus group demonstrate that
the views on these three areas of potential fee-based services dlverge greatly '
Exhibit 2-36 gives a summaty of the Mission focus group responses for
Congressional staff and lerary Executxves.

EXHIBlT 2- 36 N
~Mission Focus Group Results

Chargijng publlshers a fee
for cataloging

Congressional Staff

Library Executives

Charging commercial-
researchers a fee .

Congressional Staff

Library Executives

Charging for mterllbrary
loans

Congressional Staff

Library Executives

,,,,,,,

;i4_.

customized research

*One respondent in the berary Executive foéus group checked ”stagree for core research and “Agree” for - -

Congressional staff and Library executives.in the focus ”'groups have oppos'ité
views on each of the three proposed fee-based services. Congressional staff
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. responses mdlcated that chargmg fees to pubhshers for catalogmg or to commerc1a1
. researchers should be pursued, whereas L1brary executives indicated these should
" not be pursued. On the other hand, Library executives indicate that mterhbrary

lending should be a fee-based service, which is contrary to both the Congressmnal_
staff’s view and to the treatment of interlibrary lendlng in the proposed bills since
1992 : —_— ;

The determmatlon and 1mp1ementatlon of potential fee-based services will

~ require significant work among the Library staff, Congress, and other stakeholders
' and interested partles, because no clear consensus on potential new fee-based

products and services. for the Library exists. Vocal stakeholders, such as IIA, ALA,

- and AAP, have been-in favor of the Library’s not expanding its fee-based services v
~ beyond what it offers today, namely, catalog d1str1butlon and. photoduphcatlon -

. 254 Recommendatlons

e, 1. Pursue Full Recovery of Copynght Costs

~ We believe that fully recovering copyright reglstratlon costs offers 51gnlf1cant
opportunities both in terms of additional revenue to be captured and relative ease of
implementation. The additional revenue to the Library is substantial—on the order
of approximately $11 to $17 million annually As the Copyright Office has been =
subject to full cost recovery in the past, a precedent has been set for the lerary 'I'}us

precedent could be an argument to pursue full cost recovery.

In order for the Library to recover full costs successfully, though it will need
to refine its cost data and cost assumptions for the Copyright Office. Additional -
analysis done to understand more fully the cost drivers and the associated

“assumptions on how to allocate costs more completely will give the Library better -

information to determine what the fee levels should be and will help make a
stronger argument for obtammg the leglslatlve rehef needed for full cost recovery

Because the Copynght Office does not fully recover costs, and has not fully
recovered costs since the 1940s, the Library will need to develop a legislative strategy
and seek Congressional approval for full recovery of copyrlght registration costs

In addition, if the Copyright Office is to maintain full cost recovery, it needs to
establish the capability and mechanisms to handle fee changes and, possibly, -
multiple fees. In recovering full costs, we recommend that the Copyright Office also

~ establish a differentiated fee structure that better matches the fee to the processing

cost. In order for the Copyright Office to implement this approach successfully, it
must be able to update, maintain, and communicate a more complex fee schedule
that will change more frequently: The introduction of the online Copynght Office"
Electronic Registration, Recordation and Deposit System (CORDS) in the near future:

should facilitate fee changes through the use of electronic data interchange and

electronic commerce for fee recovery. Coupling the changes in fees with the
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implementation’ of C@RDS should s1mpl1fy the change and reduce concerns about a
fee structure that changes fairly frequently. SR A

The Copyright Office therefore meets two key cr1ter1a for pursumg a fee-based
service: significant revenue, which makes putting the necessary structures in place
worthwhile, and a strong argument and precedent, which can help d1ffuse poss1ble :
negatlve reacnons from the customer and stakeholder base A R

2 Develop a comprehenswe plan to explore in detarl the potentlal
‘revenue from charglng publishers a fee for cataloglng

‘We have estimated that the potential revenué to the Library from chargmg
publishers a fee for cataloging represents a significant amount of money—on the
order of $7,500,000 annually—as shown in the detailed analysis above. Recovermg
this potential revenue, however, may be complex.  Both: lerary of Corigress

| management and many of those outside the Library perceive catalogmg as a core
service of the Library. We believe that the Library should carefully‘construct and -
execute a plan that specifies how it will reahze the potent1al revenue and how 1t w111
address stakeholders’ interests and concerns. R T s SRS ERE

We recommend that the plan for chargmg for catalogmg mcorporate the
following ‘elements: : : ~ ‘ o

e A thorough assessment of the corollary relatlonshlps between publ1shers
and the Library—the L1brary s relationship with pubhshers and the
publishing community exists on many levels, such as receiving new -
publications into the collections and cooperative agreements, and the
Library needs to examine whether charging publishers fees for cataloging
would significantly damage other important relationships. The plan
therefore should address the range of- these relatlonshlps and identify steps -
to mitigate the concern or risk.- o

e Addressing the concerns of other stakeholders—the lerary has many
other stakeholders, such as Congress, libraries, and associations, that may
be concerned about how charging a fee for cataloging will affect the
Library’s cataloging and collections. The Library should bring these
stakeholders into the discussion and design of the proposed approach to
fees for cataloging. The Library should plan out the steps required to
ensure the continued high quality of both cataloging and the collections
and to reduce or mltlgate the stakeholders concerns.

o~ Development of a method for setting the fee structure—in charging
~ publishers a fee for cataloging, the Library will have to determine the basis -
for the fee—whether to base the fee on full cost recovery or to use '
something less than full cost recovery.. The Library must address how to
handle the value of items deposited with it for cataloging, and whether or
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ot this value plays a role in determmmg the level of the fees The

- Library needs to evaluate the price elasticity of demand with, Tespect to - .
catalogmg to determine the appropriate level at wh1ch to set price and
maximize potent1al revenue.

S1m11arly, the L1brary wrll have to assess 1f pubhshers alternatlves for
catalogrng information are acceptable to the wider community. If so, the effect on
demand for Library cataloging services will clearly have bearmg on the level of fees
the Library can ultimately charge. It will also have to determine if charging a fee for

 cataloging will reduce the number of items submitted: for cataloging, which would

reduce both the inflow to the collections and the potential revenue.

73 Develop a strategy and approach for quallfymg potentlal fee-based
- services.. R , ,

The analy51s of the four service areas studled makes clear that some. poss1ble .
fee-based services offer substantially greater potentlal revenue than others. In order
to deploy its efforts most effectively and maximize revenue potential, the Library
should develop an analytical approach that allows it to. determine both the level of
potential revenue and the possible issues related to pursuing the fee-based service,
mcludmg stakeholder and legrslatlve issues.

Exh1b1t 2-37 shows the conceptual approach we have developed for the
Library to use in quahfymg opportunltles

o ; ‘Exhibit 2- 37
Proposed Approach for Quallfylng Opportumtles

" Calculate

e [~ _ WitCosv

9 Total Revenue

_ Develop Developsuategy )
go“‘b[';i““d — : ‘ PRecommendation to for -
stDrivers » . o Pursue or Not Implementation

: Analyze Customer,
] Stake holder Response

- andLegislatvels sues

This approach mirrors the analytical approach we used for this study. It takes
into account not only the financial data, but also the environment for the potential
fee-based services. Key elements of the approach mclude the followmg
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. Understand cost dr1vers—Def1nes how the service is prov1ded and what
resources are involved in prov1d1ng it.. This information, which can be
gathered through focused interviews and volume statistics, provrdes the
basis for assumptions on allocating the costs of the service.

o Allocate budget data—Breaks down budget data, mcludmg overhead
o accordmg to the assumptions determined in the | previous step. This is the'
- frrst step toward the allocatlon of total costs to the serv1ce under study

. ‘Calculate umt cost and total revenue——Determmes the’ cost per service to -
"“éach customer. The unit cost provides important mput as to how the .
service > may be percelved by potentlal customers N - : N
v.za..»,‘ -~ ; . . .
L. Analyze customer and stakeholder responses and 1eg1slat1ve issues—-
- Provides the context in which the fee-based service would be
* implemented. This analysis can be accomplished through selected
interviews and through comparisons' with similar services and the
reactions to those services in the past. Realizing additional revenue -
potential requires that the Library have the authority and support to
implement the fees. The stakeholder and legislative analyses are key to
determining what it may take for the Library to get such authority and

support.

¢ Develop recommendation to pursue or not—Provides context for moving
forward. Based on the quantitative and qualitative data, the Library can
determine whether or not an opportunity really offers revenue potential.
The quantltatlve data will demonstrate whether or not the potential
revenue is at a level that is worth pursuing; the qualitative data will help
the L1brary make the decision on whether 1mp1ementmg the fee-based
service is in its best interest.

» Develop strategy for implementation—Creates a comprehensive approach
for implementing qualified opportunities. The analytical steps outlined
above will help ensure that the Library will pursue only services that offer
real potential. Using the preliminary analysis as a starting point, the
Library should then establish a plan for ensuring that the opportumty
becomes a reality.

The application of the analytlcal approach will assist the L1brary in qualifying
opportunities based- on a realistic assessment of their potential, both financial and

strategic. Through the assessment, the Library can determine the high-priority,
high-probability services to pursue for fee authority.

In order to fully realize the revenue potential from the Library’s services, the
Library needs to move along two tracks. First, Library management should charge
each service unit with identifying potential fee-based services and off-sets to
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appropnated funds. Second, the lerary should develop spec1f1c plans and ass1gn
responsibility for developing the fees and fee authority. N

4. Develop leglslatlve strategy to prov1de the lerary w1th the

,,,,,

based services.

One of the most critical elements needed for the Library’s 1mp1ementat10n
and management of fee-based services is the approprlate financial structure. Fee-
based services, in order to run effect1vely, require. a dlfferent f1nanc1a1 structure from
that presented in the annual budget and appropriation process, which restricts
planning and performance to the single fiscal year horizon. Fee-based services
demand mechanisms that allow the orgamzatlon to prov1de serv1ces across budget
and appropriation years. -

To date, Congress has not prov1ded the L1brary W1th leglslatlon authonzmg
all the different financial mechanisms needed to pursue:-a range of fee-based service
opportunities. The Library should-develop.a legislative strategy that takes:into
account potential stakeholder reactions and ob]ectlons to the fee-based services and
determines how it will deal with these ob]ectlons in: negotlatmg the needed
leglslatlon ‘ L S T
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30 IN'F‘RASKIRUCTURE‘

Infrastructure focuses on. the areas of fac1ht1es, secunty and technology usage
The L1brary faces some unique and time-urgent issues in these areas which are

| treated in deta1l in the followmg sections. -
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3.1 FACILITIES

The Library’s operations are mherently fac1hty mtenswe Wlthout adequate
facilities, there would be nowhere to store and review the Library’s collection of

printed materials; films, and recordlngs More 1mportant1y, the Library’s need for

adequate space is constantly growing. The recognition of the mter—relatlonshlp

-between mission and the facilities required to support the mission is critical to the

Library’s future success.
3.1.1 Background
The Library of Congress is primarily housed in three bu11d1ngs on Capltol

“Hill. The Jefferson Building, a turn-of-the-century facility built in the Neo-classical

style, is the centerpiece of the Library and houses the Main Reading Room and a
variety of collection items. The Adams Building is a Federal-style building housing
the science and technology collections. And the Madison Building, built in the late
20th century Modern style, houses most of the Library’s operations and service
units, its Law Library, the National Digital Library, and several classifications of
collections. The Library bears no rental or maintenance costs for these facilities as
those costs are borne by the Architect of the Capitol. The Jefferson and Adams
Buildings are nearmg the completion of a 10-year, $80 million renovation. The
Madison Building is nearing the end of its 20-year economic life. The L1brary does
receive appropriated funds to pay $2.6 million for Capitol Hill janitorial services and
$4.7 million for the General Services Administration (GSA) Rent System (RS) rates
for the use of off-site facilities (Landover Center Annex, Taylor Street Annex,
Market Street Annex, and Buzzard Point). The Suitland and Wright-Patterson Air
Force Base facilities are used by the Library for nitrate film storage and preservation.
These outlying facilities house a mix of collections storage and Library operational
functions. The planning, design, construction, maintenance and management of
these facilities is performed by a combination of the L1brary, and the Architect of the
Capitol, the GSA, and the U.S. Air Force |

Collections storage space availability is a Library-wide issue, one that has a
clear impact on the Library of Congress’ ability to carry out its mission of collecting,
storing, and preserving general and special collections. Available space to store the
Library’s continuously growing collections has nearly run out. In 1992, the Library
predicted that the General Collections would reach “gridlock” in 1994 in the
Jefferson Building and soon thereafter in the Adams Building. Space for motion
picture film was expected to be exhausted in 1993 and recorded sound collections
would be out of space in 1994. In addition, it was predicted that several million
items would need to be relocated to off-site storage to accommodate the Manuscript
Division staff for arrearage reduction. The Prints and Photographs Division
collections, scheduled to move to off-site storage to make room for processing staff
in 1993, are still awaiting space. And the Rare Book and Special Collections Division



Booz-Allen & Hamilton

shelf space is currently filled to capacity.! Many of the\predic.t‘ions made.in 1992

‘have now been realized and the space shortage is projected to intensify as collections

continue to grow at a‘rate of 300,000 ifems per year. At that rate, the Library’s:
collections will exceed the predicted storage capacity of the only construction project
currently.-approved by Congress, the Fort Meade Storage facility, before itis =~ .~
completed in'1999. .~ . L T L

- In spite-of this fragmented environment, facilities planninghas improved .its
efforts toward the identification and evaluation:of short and long term collection .~
storage requirements. - These planning activities, however, have been. heavily - ..+~
influenced by Congress:and program funding for-additional storage space was not -
granted until FY1993 The Library has also completed several detailed planning
analyses for relocating some Capitol Hill collections into high density off-site storage
facilities as part of their planning process for the primary storage needs of the
Library’s collections. * = o " T e

- It is important to understand where facilities planning and management
activities fit into the overall Library organization. The Library’s Integrated Support
Services (ISS). Office is: responsible for all functions relating to procurement, -~ - -
contracting, and material activities; space planning and space utilization; facility .~ -
management, and-custodial oversight of Library buildings and leased space; interior -
design; environmental health; safety, and fire protection; occupational health; i
management of mail, freight, and transportation services; physical and electronic -
security of Library buildings, collections, and information; and emergency
preparedness. These activities are organized into seven divisions. Each of the
seven Division Chiefs serves on'the ISS management team and-is under the general
policy direction of the ISS Director.* The ISS Director reports directly to an Associate
Librarian of Congress and serves on the'Senior Management Reporting Group. -~
Exhibit 3-1 identifies all of the components of ISS that are involved in facilities = -
planning and management for the Library. S R Y AR R S RE TR

! Data from the December 1, 1992, L1brary of Congress Collections 'St'oraéé Plan. .

2FY 1993 Legislative Branch Appfopriations Bill.

*Data from the March 28, 1994, Library of Congress Regulation 214-3, Functions and Organization of
Integrated Support Services, Constituent Services.
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3.1.3 Fmdmgs and. Conclusrons AT

The fac111t1es plannmg and management sectlons *w1th1n Fac111ty Serv1ces
provide a full range of service-oriented functions des1gned around the user’s needs.

'They implement the qmajority of these functions in an environment, where -

direction, which is often conflicting, is received from several sources and where key .
resources (especially space and personnel) are severely restricted. Operating in this-
environment directly affects their ability to respond efficiently and effectively to
customer’s requests for services. Inspite of this situation; they have consistently
been able to.quickly mobilize available resources to accommodate user:changes.or -
new directions, accommodating special events and rapidly emerging programs such
as the NDL. All this, however, is often at the cost of other requrrements that were .
qulckly repr1or1tlzed Ly el IR R R R

The cr1t1cal shortage of space that has been 1dent1f1ed and documented by the
Library several times in recent years is symptomatic of a larger problem: the L1brary
does not treat facilities planning and management as an integral part of its mission.
As a result, it is restricting-its own ability to locate materials for readers and the
collection materials are subject to damage and deterioration because they do not:
have the:proper storage environment.: Furthermore, the demand. for additional
space and the need:to remedy quality and environmental problems in older leased
facilities, such as the nitrate-based film storage facilities'in:Suitland, Maryland are:
increasingly 1mpactmg all collectlons programs at the hbrary ‘ R g

.~ Related to th1s problem is the mablhty of the Lrbrary to obtam the necessary
Congressional program approval and subsequent: fundmg for.its ever-increasing
storage space requirements. Multiple planning scenarios have been developed by
the Library to satisfy partial storage space requirements; however, these scenarios »
have never been tied together in a comprehensive plan and consequently have not -
been approved, in spite of the fact that the Librarian has testified before Congress
attesting to the criticality of space needs. Efforts at securing program approval have
largely failed; the one exception being the Fort Meade Storage Facility project.

'Booz-Allen’s facilities management assessment revealed the following
s1gn1f1cant findings and conclusions:

1. The Library does not have a Strategic Facilities Plan that includes a
comprehensive plan for the efficient and economic management
of the facilities which house collections.

Although there have been some isolated planning studies and reports that
define short and long-term collection storage needs, there is no comprehensive, -
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integrated L1brary-w1de strateglc fac1l1t1es plan For instance, the: L1brary has
completed the followmg studies and reports

T e 1989 Stat1st1cal Survey of Current and Pro]ected Collectlons Space Needs
" for the Year 2000 -

o 1990 A Plan for the L1brary of Congress Collectlons Storage FaC1l1ty
e 1991 Spec1al Collectlons Space Needs Assessment |
e 1992 Report on ngh Density .S,torage Facilities

+ 1592 Library Strategic Plan.

. 1992 Collect1ons Storage Plan |

T e 1992 Commlttee on the Study of Future Space Needs for Book Collectlons :
' Report o |

These: documents collect1ve1y describe the L1brary s collectlons storage problems in -
both the general and special collections, forecast the growth of collections, and
identify both long and short term solutions for locating additional s space. ‘Although

-these planning studies and reports are important, a clear and comprehensrve ‘

facilities strategy which provides'a solid foundation for making decisions arid .
obtaining project approvals and funding is missing. .Exhibit 3-2 assesses the current
availability of essential strateglc plannmg components. -~ ¢
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EXHIBIT 3 2
~Strategic Facllltles Plan Component Matrlx

Facllltles mlssmn

Formal goals and objectlves

Facilities - strategy for each facility.

Preservation strategy

Collections strategy, etc. . .0 v ] i

Building use statistics

Facility space_management standards

Qualitative and quantitative standards

Administrative room space

Conference room space

" ‘Lunchrooms/break rooms:~ . =

Tefel<d foleld |of

Restrooms

Exhibit space

- Stack space.”

| 5 o Y

_Vault room space

General storage areas . .

Processmg area

Research room space, etc

<Jelelolol fof fo

Baseline data

Current space conditions

-

Space forecasts

<]<2

Quantity and quality standards vs.
actual conditions -

Adjusted capacity

Projected space costs

Analysis of what each facility
requires to meet standards

<] |1<] <

Long term space forecast

Facility options

Facility options to provide quality
and quantity standards

_Cost estimates for implementing optlons

Fiscal and operational options

Budgetary impact to the Library -

Operational issues

<j<2] (<21 2] |<
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The absence of a comprehenswe process to gulde fac1l1t1es plannmg and
management dec151ons is further hlghllghted by the fact that the L1brary has no
short or long term strategy' | | '

‘Drv1s1on sa1d that the Su1tland and the Wr1ght- 2
Patterson Air Force Base fac111t1es should be vacated due, to detenoratmg cond1t10ns
Even W1th the serlous fac111ty problem.clearly understood one  of Coll tlons -

without a’clear, well: ;eveloped plan and comp: ehenswe aﬂf_proach to ‘resol
the associated facility problem.* The efforts mvolvmg the study

effort to address thls issue.

Without a comprehenswe strateglc fac111t1es plan, there is no formal process
in place to: . . - , : . , L

- (1;)4 “ _T*Descrlbe the mter-relat1onsh1p between the mlss1on of the L1br and

‘(2) * Define L1brary-w1de space management standards to apply fo
o md1v1dua1 fac111t1es and functlon types

(3) Identlfy fac111t1es opnons for meetlng space requlrements
@) : 'FUHY develop feasible altematlves R

Add1t1onally, the placement of Fac1l1t1es in the L1brary 'S, orgamzatlonal structure ke
does not: support a strategic facilities decision-making process (see finding number .
7.) which'is 1mpact1ng the L1brary s ab111ty to prov1de a coordmated strateglc fac111t1es

~ planmng framework

2 Data sharmg, pro]ect planmng, commumcatmn, and coordmatlon
-among. organ1zat10nal groups is insufficient. ’

W1thm ISS, Fac111ty Servrces, 1SS D1rectorate, Safety Serv1ces, and Securlty
components work independently rather than as a team. For instance, the.ISS -
Directorate’s facility database, composed of Computer-Alded Design (CAD) files and
space utilization data, was not made available to Facilities Services during the
lengthy down time which occurred when their only system crashed during our
study N or do Fac111ty Serv1ces, ISS D1rectorate, and. Secunty exchange fac111t1es data

*Data from July 13, 1995, L1brary of Congress memorandum from the Director of ISS to the Deputy
Librarian of Congress.
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As further evidence of a segmented and disjointed workflow, we found that
there is no integrated work request or project tracking system within the Library or
across ISS. Facﬂlty Serv1ces does track work requests, maintain pro]ect schedules, .
and monitor the progress of pro]ects, however, the tracking system is not 100 =
percent attomated and is not accessible outside of Facility Services. They produce a
quarterly work request status report for the ISS D1rector to use and dlssemmate,
however, there is no formal chaniiel of dissemination or management review
across. organlzatlons Safety Services (a facilities function within- ISS) has no way of
tracking project status to identify planned moves in order to,commence fire

- protection evaluations or to identify when they should get. mvolved with a project

This dls]omted work flow lends itself to bypassmg established procedures Some
service units even, call the AOC d1rect1y to 1n1t1ate a work request or obtam o

,mformatlon on pro]ects o

4. The Library lacks a comprehensrve and 1ntegrated facﬂltles -
: database. : :

Due to the absence of a comprehensive and integrated facilities database,
facility personnel do not have quick and easy access to a single, integrated, or.

technically accurate facilities information data set. As a result, facility personnel are

- basing decisions’on information that is outdated and that varies across divisions.

Facilities planning and space management decisions are not being optimized.

At least five separate, incompatible, duplicative, and in one instance,
inaccessible, facilities databases, all in various degrees of accuracy, are being used to
make facilities decisions. The Facilities Design and Construction Division’s drawing
database includes architectural drawings for the three Capitol Hill buildings detailed
to the partition level. The ISS Directorate’s drawing database includes the
architectural, structural, mechanical, and electrical drawings of the same three
Capitol Hill buildings along with the GSA leased facilities. Design and Construction
Divisions’:drawings are current for partition iniformation; however; the ISS :
Directorate’s drawings have not been updated since 1989. The Security Division also
has a complete drawing database of all Library facilities that was downloaded from
ISS Directorate’s system. These drawmgs have never been updated: The AOC has a
standalone drawing database that is the most current data set for the architectural,
structural, mechanical, and electrical drawmgs of the Capitol Hill facilities. Fmally,
various service units have unique versions of drawing databases that are used in
space management. All of these databases have duplicate data sets in various stages

“of accuracy (floorplans, occupant information, wall/ partition locatlons), and run on’

d1fferent operatlng systems and/or platforms.

Cr1t1cal facilities information that exists in 1solat10n at all levels w1th1n the -
L1brary strategic, facilities planning, and facilities operations, is not bemg integrated
into a centralized database for organization-wide sharing:
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. ISS Directorate’s optimization of facility assets and strategic planning
for future needs through fundamental “what-if” scenarios could be
accomplished more efficiently and effectively with a comprehensive
and integrated facilities database.

. Facility Services and Facility Design and Construction Divisions. Itis

especially critical that these designers and project managers have up-to-
“date information because their day-to-day operations depend on it.

Because they do not control whether vital facilities information is
shared Library-wide, they are unable to quickly and easily develop
detailed and accurate inventories of space and assets, develop
occupancy plans, quickly locate vacant space and .other available
resources. Design and Construction needs to work from a common set
of data with the AOC, Safety, and Human Resources as the Library
assesses, quantifies, and deals with the improvements that are needed
to conform to the provisions and requirements of the Occupational
Safety and Health Act of 1970 (29 U.S.C. 651 et seq.) and with the
Americans with Disabilities Act of 1990 (42 U.S. C 12101 et seq.).

. Facility Operations and other facility managers. Coordination across
the organization is negatively affected because facility managers do not
share scheduled or unscheduled space modification information
through electronic work requests and job plans across the organization

The mainframe-based Computer-Aided Design system that is currently used
by Facility Services is the only repository of space related, graphic information that
includes individual office or work spaces. The architectural floor plan drawings that
have been developed with this CAD system are critical to Facility Service’ operations
and are intended to be maintained and made available to users of facility
information. For various reasons, the drawings in the system have not been
maintained and are not readily accessible. Booz-Allen made several unsuccessful
attempts over a two-month period to obtain essential CAD drawings which depict
space utilization of Library facilities in a format suitable for use with a Personal
Computer (PC) platform. These fundamental problems have been further
exacerbated by the fact that the mainframe platform is obsolete, and due to the small
customer base remaining in the industry, it is difficult and costly to obtain system
support and maintenance. o

In an effort to remedy the situation, the Facility Service’ systems
administrator has initiated a contract to transition the entire system to a PC-based,
Windows NT platform. Once this becomes fully operational, and drawings have
been updated and validated, a limited group 'of authorized facility users within the
Facilities Design and Construction Division will be able to easily and conveniently
access these drawings through networked PC's.
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Although tlus effort represents a 51gn1f1cant step in the nght d1rect10n the
Capitol Hill buildings account for only part of the overall Library of Congress . . .
infrastructure, and their use by Facility Service represents only a partial segment of
users that require access to this type of data. ISS Directorate, the Security
department, as well as some service units, and even the AOC, all need access to this
information. Unfortunately, these different groups all use different tools and
systems to:maintain and. ‘manage ass1gned areas of responsibility, each ut111zmg

: redundant CAD drawmg f11es in- varymg degrees of completeness and accuracy

- 5., The lerary does not have an 1ntegrated pro]ect prlontlzatlon
process. fe : ‘ -

An mtegrated lerary-W1de pr1or1t1zat10n process has not been estabhshed

‘Thls issue was’ initially addressed in the 1989 Arthur - Young Management study..

The. purpose of a project prioritization process is to establish. organization-wide. .
priorities, assign i individuals. to high priority work, and manage work backlog The
Arthur Young Management study recommended the establishment of such a-
project pr10r1t1zat10n process. The study also recommended that all ISS -
departments, service units, and Library management be included in the process of
assigning priorities and allocatlng resources:-based on those pr10r1t1es s S

L1brary of Congress managers, partlcularly those w1th1n Facﬂlty Serv1ces,
commented that planning and executing work assignments is difficult and
d1sorgamzed New projects are continuously forced into the queue ahead of other
projects already.in the pipeline which results in project delays According to Facility.
Services, m1t1al steps were taken to mtroduce a prioritization process;. however, :

- procedures were never fully developed or 1mplemented due to orgamzatlonal

changes within ISS. that left the issue of 1mplementatlon respons1b111t1es in . - o
question. , .

The failure to appropriately set prlontles is increasing the time and. cost
required to ‘plan, design, and execute user requests for space design and modification
because resources are not being eff1c1ently allocated based on priorities.

Continuously shifting priorities is causing designers to stop work on a particular
project for weeks on end in order to work on a new, higher-priority project. This
frequently causes AOC shop work to come.to a halt and the reassignment of
resources to other projects which causes costly delays of all facilities desrgn and
construct1on pro]ects : .

Facrhty Services has specxflcally identified numerous examples of work
stoppages, lengthy delays, and reassignment of resources, including a daycare center -
project that took priority and nearly stopped AOC shop activities on other projects.
Another example c1ted was the completion of a room in the poetty area which '

$Data from, the January 26, 1989, Arthur Young Library of Congress Management Review.
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caused work stoppages on other pro]ects These examples 1llustrate the loss of Work
management ‘control resultmg from the mablhty to set pr1or1t1es and deal w1th ‘
them in an orgamzed fashlon R ‘ = o

6. ' The lerary does not have comprehensrve space management
standards SR : U v ;o

Space ut111zatlon for each fac111ty varies: across service un1ts and funct10ns
The lack of -approved :and promulgated corporate: space standards inhibits the ..
establishment of a realistic baseline to assess this variance. The lack of such
standards also prevents the development of defensible space requirements that can
be used to evaluate facility options, address identified needs for increased capacity,
develop short and long range planning options for additional fac1l1t1es, and assess
the budgetary impact‘of : space on the L1bra/ry “As a résult, the effici ‘:’d”'equ1table |
distribution of current space use cannot be: deétermined, ‘and ‘thetefore controlled,

and a- supportmg, ‘auditable pro]ectlon ‘of additional ¢ space’ requ1rements cannot be

 made. Space management standards would help to control mcreased space

requ1rements and costs

~The Facility Serv1ces D1v1s1on has developed fac111t1es space ‘'management
standards for the Madison Building administrative offices and ‘conference rooms -
and furniture standards for the Madison, Jefferson, and Adams buildings.”
However, there are no uniform space standards for L1brary-un1que functions such as
stack space, media storage, general storage areas, reading rooms, and processing -
areas. This lack of comprehensive space’ management standards is demonstrated in
the Library’s 23 readmg rooms which are all configured to use space dlfferently An
example of a good space’ management standard for 'a textual research room is: “A
600 square foot area is necessary Qualitatively, the room must be climate®
controlled, with appropriate air filtration. Special ‘security, llghtmg, and acoustlcs |
considerations are required, and the furniture must be suitable.”

Although the Library has developed detailed stack’ space analyses for the Fort
Meade Storage Facility project, they are not being further developed into
comprehensive space standards that can be used for ex1st1ng fac1ht1es

7. ~ThelISS Fac111ty Serv1ces Department has assumed a reactlve role
- in terms of fac111t1es operatlons B A

Fac111t1es dec1s1ons come from multlple, uncoordmated sources such as the
numerous commlttees that are frequently formed to evaluate and establrsh fac111t1es

"g‘_

‘ 7Data from the December, 1989 Madlson Bulldmg Offlces and Conference Rooms Rev1sed Standards _'

Document.

®Data from the July 31, 1995, National Archives and Records Administration, Report of the NARA
Space Planning Team .

P
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requirements. In addltlon, the vanous serv1ce umts establish their own. fac111ty
space requirements and.make their demands known to ISS. This multiplicity of
decision-making authorities greatly complicates the coordination and execution of
planningefforts across the organization. The Fort Meade case study in Volume 2 of
this report further demonstrates reactive planning involving a new off-site storage
facility. Instead of ISS taking the lead on providing technical expertise for these
facilities decisions and- assummg accountablhty they have assumed a reactlve
management role.. : e :

8. A complex lelsmn of responsrblllty creates problems for makmg
- . timely facility ¢ decrsrons and divides the responsrbrlrty for space '
. plannmg and pro]ect 1mplementatron. :

<oy

Fac111ty Serv1ces coordmates W1th three separate orgamzanons L1brary ‘

- Management, Service Unit Managers, and.the AOC, who often have conflicting

priorities. In addition, ISS Directorate interfaces with these same organizations as
well as with Congressional over51ght and approprlatlons committees for plannmg
and executmg facilities projects. . P

ISS’s horizontal organ1zat10n contrasts with the lerary s vertrcal dec1s1on
making process. This structure requires a high level of commumcatlon, ‘}
coordination, and data sharing across divisional groups in order to operate
eff1c1ently and effectively. Unfortunately, this coordination is not happening,
resulting in voids, overlaps, and suboptimizations - a counter-prodictive ‘effect on
the facilities plannmg and management process. Exhibit 3-3 identifies all of the
groups mvolved in facilities plannmg, management and oversight for the lerary
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EXHIBIT 3 3 |
Facrlltles Plannlng And- ‘Management’ Responsrbllrtres
o And Declslon Makmg Influences K

3

. Librarlan of COngress oo
. Strateglc polrcy goals i

Congressional Committees
¢ Compliance oversight
- Program oversight
* Budget oversight
.»-Fort Meade gurdance' g B o

" determining program 1 SERRRTE
reqmrements

c
Management Team '} [

» Strategic direction

Service Units

“Assistant Librarian of | 7

e Space utmzatron

GSA : Congress
~'»-Lease management: | =.Policy. ggrdance ; * Space management
o Strate i s forassrgned spaces’’
v+ Lease acquisition . i~ gt +..Space pnontles L

g B Program ‘oversight: - -
- & Spacearbitration . -

K3 Burldmg malnrenance

AOC ,

* Space modification

¢ Building renovation

« Building construction

.. Burldrng's maintenance’
- » andrepair, .

* Repair budget requests

o Shops PRt

‘ ... Integrated Support Services "
: Facility Project Support
Services : Services
¢ Space management * Project management.
) * Space planning and * Project planning
| design " o Space analyses
| . * Relocation services e Liaison to AOC for
| * Custodial services project planning and
¢ Moving services ) program requirements
; ¢ Liaison to AOC for .+ Liaison to
| space modifications and Congressional
| tacilities maintenance Committees for project
| * Liaison to Landlord for program requirements
} building maintenance i

3,14 Recommendations

The Library’s greatest challenge is to think more strategically about its
facilities due to the inherent inter-relationship between the Library’s mission and its
facilities. Treating facilities as an important strategic element for accomplishing the
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Library’s mission will address the most ‘pressing needs the Library is currently facing:
severe space resource constraints, degradation of the quality of collections
env1ronments, and no’ comprehensrve long-term fac111t1es requ1rements plan.

As the Library develops a comprehenswe strateglc plan that mtegrates its
mission and technology, facilities planning and management operations must
continue to be service-oriented and’ designed -around the needs of Library tsers.
Facility resources should 'be managed ‘appropriately in support of those neéds.’ Th1s
shift-should ‘be accomplished through the effectlve and: eff1c1ent coord1nat1on of
facﬂlty plannmg and unplementatlon act1v1t1es R LR

The followmg are recommendatmns for 1mprov1ng the L1brary s fac111t1es

plannmg and management decision making and facilities utilization strategies.
L

L Develop a lerary-w1de Strateglc Facrlltles Plan.

The Library’s orgamzatronal dec151on makmg structure directly impacts its
ability to strateglcally plan and execute an effective-and comprehensive planning
program in order to satisfy its collectrons ‘storage needs. Authority and coherent
direction should originate from upper.management in the Library’s hierarchy, at the
Associate Librarian of Congress level, and be channeled directly along vertical and
horizontal reporting lines. The direction given to facilities must be strategic and
based upon a thorough understandmg of the mherent inter-relationship between
the Library’s mission and its facilities in-order-to provide an attainable and
coordinated strategic facilities planmng framework for staff executron

Therefore, it is recommended that the respons1b111ty for strategic facilities
planning be formally assigned to"an upper management position that places a clear
focus on facilities operational requ1rements ~This position must carry with it clear
authority and accountability to develop the strateg1c plan for the facilities divisions
and all L1brary liaisons. R S

A strateg1c fac111t1es plan wrll enable the Lrbrary to determme and control
their role in the planning and managemerit of key factors affecting space and facility
use. It will also help them, define the inter-relationships between facilities and how

 they support the collectlons through the utilization of a comprehens1ve process to

guide development. Exhibit 3-4 models a strateglc facilities plan that : may be used in

. developmg a L1brary-w1de plan

2. The Library of Congress should des1gn, develop, and implement a
data shanng methodology. ,

The ISS Director must create the appropriate mechanisms to ensure
coordination between facilities departments and facilitate decision making and
project planning across the ISS team. One such mechanism could be the '
establishment of mandatory and routine space management reviews with
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representatlon from all facilities divisions. Another mechamsm would 1nvolve the
design and 1mplementat10n of a data sharmg system. s

‘1SS should be glven ”ownershlp” of the lerary fac111t1es to ¢ ensure
both the optimal use of Library space and to ensure proper support
- for the collections.. :

'

Facﬂlty Services needs to operate as- the owner of the spaces, a role the service
units currently assume. - This change will help Facility Services operate more pro- =
actively and eff1c1ently It will also. insert.them into the collections ‘management

- process, ensuring that the avallablhty of appropriate space is.addressed in a timely. :

manner in the case of special collections, such as the WETA/ PBS tape archives that
were awaltlng the arrlval of storage shelves in. the Landover Annex durmg our site

S EXHIBIT 3-4-.
Model Strateglc Facllltles Plan

. * Define facilities mission and- -.
_ 'supporting goals
#, » Recognize importance of facilities to
overall Ubrary mission

1

* Develop rele
*» Environfiental controls.
‘e Quality of space
» . » Adequacy of space :
' Physical security
» Other factors

i.e Deﬁne fiscal opﬁons .

* Meet the forecasted space .

* Apply facility to inventory of facilities

- assess current conditions - requirements. |d°"f|fy operational options
- maasire space deflcienues - renovate ; ;= Teimbursable services
space requi - relocate - user fees
. Deﬁne budgetdry Impact of space - buyflease - others
. requirements - other options
- provide supportable space * Improve quality of space

» Address excess-cost locations
* Identify trade-offs between costs and
mission

costs
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4. Develop and 1mp1ement an 1ntegrated shared, and technrcally
accurate set of facilities-specific CAD drawmgs and assocrated

databases. .

In order to 1mp1ement and manage an mtegrated shared, and accurate R
database, a computer aided fac111t1es management (CAFM) system should be '

~ developed to provide the necessary tobls for long-term planriing and infrastructure
management. These tools will provide Library personnel with quick and easy access

to accurate information on each functional componen P_ara ount to this
accomphshment is the issue of standardizing hardware platforms and ‘software tools
in a CAFM system. This standardized environment isa prerequisite for local or

wide area networks that utilize client server technology to connect the various user
~ locations. The Library’s Facrlty De51gn and Construction Section has already

purchased some of the major hardware and software components that would be
needed to 1mplement an mtegrated CAFM system :

- An integral component of developmg a CAFM system is the defrmtlon of a

functional data sharing process and a concept of operation ‘that promotes maximum

efficiency across facility management divisions in terms of resources,. operational
capabilities, and cost. This concept of operatlons should provide the capability for bi-
directional flow of facilities planning and space management 1nformat1on between
users, ultimately support the decision-making process with accuraté and tlmely data,
and their consohdatron into a strategic level executive information system. ~ "

It is important that the mtegrated facilities planning and space&management
system database become the prrmary reposrtory of mformatron for the Library’s
1nfrastructure L ‘ T ‘

5. Fully 1mplement the Arthur Young Lrbrary of Congress _
Management study finding and Facility Services’ subsequent draft
Process for Determining and Implementing Space Planmng
Priorities.

The L1brary obviously recognizes the 1mportance of establishing and
1mp1ementmg procedures for space project prioritization because procedures were
developed in 1995, service unit liaisons were assigned, and initial service unit
priorities were identified in order to integrate these priorities into a master
schedule. It is time to move forward with the implementation. -

6. Develop comprehensive, uniform, qualitative, and quantitative
space standards for all Library facilities and for each type of
functional space; use GSA government-wide standards where
applicable.

It is critical that the space standards include both qualitative and quantitative
characteristics. Qualitative narrative would describe in detail the requlrements for
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such necessities as climate control, air filtration, securlty, lighting, firemprotect»ion, B
and adjacency. Quantitative narrative would prescribe the amount of square footage
for each functional type of space :

Once these standards are developed, they can be applied to all existing spaces
by functional type in order to assess the efficiency of current space use. In addition,
when projecting future space requlrements, these standards will serve as a
defensible database to support the pro]ected requlrements

7. Assrgn formal responsrbrlrty and accountablhty to ISS for
fundamental facrhtres roles. . ‘ o

ISS shou\ld develop ‘and vrnamtar_n programs, ;pozl‘iCies,";and/ or procedutes for:
+ Standardization of space utilization
e Compliance with the recommended / proposed space standards, and

e Approprlateness of the usage of the space

The ISS D1rector as an act1ve part1c1patmg member of the Library Senior |
Management Reportmg Group, also should stress to the other members of that team
the critical importance of the. mter-relatlonshlp between facilities and the lerary s
mission.

8. Require the,Library to develop a Space Utilization Program.

The Library should desrgn the program to facilitate the assessment of how
efficiently they utilize all three Capitol Hill facilities. This Space Utilization =~
Program should also be designed to help the Library maximize the efficient use of
space in coordination w1th the L1brary 5 strategrc vision. .
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32 SECURITY-
3.21 Background

~ With more than 4, OOO employees, three large bu1ldmgs on Cap1tol Hlll that are
open to the public, more than 100 million items of stored property (the Collections), and
their own pohce force, the Library has a unique blend of security-concerns. These
concerns arise from the potential for environmental emergencies, for example, fire or
water damage in the stacks; the theft or. destruction of invaluable material i in.the -
collections; or other forms of natural causes and cnmmal acts comm1tted in L1brary
buildings or surreunding streets: L = PN :

Security at the Library encompasses the protectlon of Library bulldlngs, systems,
employees and visitors, sensitive information in both paper and electronic form; and the

- Library’s collections. At the Library, security is organized and implemented through

three distinct programs: physical security, information (¢computer) security, and
personnel secunty o

The physical security program, mcludmg electromc security and the Library
police, are organized centrally under the Protective Services Division (PSD) within the
Integrated Support Services (ISS) Unit. The physical security program provides for the
badging of Library employees and visitors and ensures. the integrity of all physical
barriers and locks used to control access to work and storage areas. The electronic
security program repetitions is responsible for the specification, installation, and
maintenance of existing and new electronic access controls, intrusion detection systems,
and closed-circuit television systems. The Library’s electronic security program
currently focuses on the implementation of electronic security equipment to protect
collection storage areas (book stacks) and reading rooms, and to facilitate the
installation of security equipment to support temporary exhibitions. The day-to-day
operations of Library security are implemented by the Library police. With a staff.of
over 104 full-time uniformed armed officers, the Library police provide control of
building exteriors, entry, and exit points. They also guard highly valuable exlub1ts, ‘
patrol internal space, and respond to emergenc1es as needed

The lerary hasa respon31b111ty to protect mformatlon To. accomphsh tlus, the
Library has instituted an information: security program operated by the Information.

~ Technology Service (ITS) Unit. Although in a formative stage, the Library has

published a computer security policy that assigns roles and responsibilities for the
protection of both sensitive, proprietary, and publicly held mformahon

The Library also has the responsibility of handlmg and stormg Classified
information received from Congress and other sources. To facilitate this activity, the
Library has established a personnel security program operated by the Personnel
Security Office (PSO) with the authonty to grant secunty clearances
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Sustaining, and hence protecting the Collections, are central to the Library’s
operations under its current mission. The establishment and maintenance of collections
security has been a topic of intense discussion and debate within the Library over the
past two decades. From the mid-1970’s through 1995, workgroups have studied the
effectiveness of both Library and collections security. A number of different security
experts and consultants have been hired to analyze security. Internal committees were
formed to develop collections security plans, and funding has been requested and spent
toi improve the protection of L1brary mater1als SRR

Although the L1brary has taken steps to 1mprove secur1ty of the Collect1ons over
this period, there continue to be allegations of book theft and mutilations. - These
allegations have prompted Congress to questlon the status and condition of the:security

at the L1brary -
3. 2 2 Methodology

Our assessment of this portlon of the study centered around the followmg
objectives: : :

e ‘Determine whether the Library organizes and manages its physical,
-mformatlon and personnel secur1ty program effectlvely :

o Address whether the' L1brary has spent the money allocated for secunty ina
cost eff1c1ent and useful manner ‘ T S

3 Determme whether the L1brary is handlmg its security functlons in
accordance with generally accepted secur1ty practlces

Our securlty evaluation team completed thls task using a varlety of methods to
include: external research and analysis, face-to-face and telephone mterv1ews techmcal
site surveys, and site visits. oy :

 Research and Analys s. We conducted llterature searches on L1brary and collectlons

security both specific to the L1brary of Congress, and to the library community in.
general. We researched trends in book and art thefts and mutilations to develop an
understanding of the problems associated with this form of crime. We also identified
and contacted library associations to find available documentation as to “best practices” .
for library security. Since the protection of Library materials is a relatively new topic
for library associations, the American Library Association (ALA) and the Association of
College and Research Libraries (ACRL) indicated that the development of protective

standards has not been a high priority.

' Interviews. We conducted a series of interviews both w1th1n and outside the L1brary

We also conducted telephone interviews with several national and international -
libraries to assess best practices for security available from the professional library
community and lessons learned available from other libraries.
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. A
Site Surve;gs and V1s1t “We conducted extenswe s1te surveys and assessment of L1brary
buildings,’ storage facrlltles, and work areas. We viewed the placement and location of
physical security equipment within the burldmgs, evaluated the security control and
security monitoring locations, and assessed the operation of entry /exit points, and .
Library Police posts. We conducted tours with Library Police and Protective Servrces

personnel to review operating procedures We conducted site visits to, comparable -
Federal archive and state library facilities, and visited several large academic libraries

- on the East Coast to compare thelr securlty measures w1th those of the lerary of

Congress. - |
3. 2 3 Fmdmgs and Conclusrons B

The Lrbrary has a number of securlty related problems resultmg from a
fragmented organization, ineffective management procedures, lack of a:clear securrty
policy, ill-defined requirements for Collections security, incomplete risk management
processes, and no comprehensive security plan.. .These findings are;supported in the
following sections. A case study focused spec1f1cally on the h1story and: management of
collections security is provided in Volume 2. S o

A.  The Library does not orgamze and manage | 1ts securlty functlons inan
' effectlve manner ' A o

~The Lrbrary suffers from a number of management problems that 1mpact the 4
security program. In-addition to a fragmented security organization, unqualified PSD "

- manager, and a budget structure that does not provrde adéquate cost information, little

emphasis is placed on security related training or awareness. In response to some of
these issues; PSD recently retained Computer Seiences’ Corporation (CSC)to conduct . o
several assessments of the Library’s protective* programs Although the CSC effort is’ "
not designed to provide a comprehensive overview of Libraty functions; CSC is under =
contract to the Library to survey security operations under four tasks: a physical
security survey of occupied buildings; a study of Library Police operations with regard

Specific issues in the securlty management area include the folllo\}\/ring:' |

1. The Library has not appointed a single point of authority to -
manage all of its security programs -» , |

There is no smgle md1v1dual responsrble and accountable for overall secunty of
the L1brary Current securrty respon31b111t1es are fragmented across the Protective
Services Division (physical security), Information Technology Services (computer
security), and the Personnel Security Office (personnel security). Collections. security is
assigned to collection tanagers as supported by Protective Services. Focusing on the
security of the Collections as part of the Physical Security Program, LCR 610-2 also
places a “custodial” responsibility for Library materials on the division chiefs and
Library officers who have custody of Library materials, the Library personnel who
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make use of Library materlals as part of the1r ]obs, and the researchers who are granted
access to Library materials under specrfrc readershrp rulés:’ Each of these groups has-.
separate and distinct programs with its own policies and gu1de11nes “Assigning "
responsibility for overall security to a single individual would allow the Library to
move toward a more integrated approach to its security programs. For example, at
Harvard University, a L1brary Securlty Off1cer has been appomted to oversee all
securrty functlons

Within the physmal securlty arena, orgamzatlonal confusion exrsts regardmg |
electronic security. The management and implementation of electronic security is
currently divided between Protective Services and the Architect of the Capitol (AOC). -
The Library is responsible for temporary installations, i.e., to support exhibits, while the
AQC purchases; installs, tests; and maintains permanent intrusion detectlon and access
control equrpment for the Adams, ]efferson, and Madlson burldmgs e

‘ A snn1lar situation exrsts w1th respect to computer securrty F or appllcatlons and
data residing on the mainframes, résponsibility and authonty for securlty has been o
designated to the D1rector, Information Technology Section." ™ SR

The L1brary does have an effect1ve Personnel Secunty orgamzatron managed by
the Personnel Security Office. The PSO grants security clearances to about 300 Library
- of Congress staff who require access to classified information. The PSO also manages
the determmatlon of suitability.for. employment at the Library. In'May 1995, OPM .
reviewed the PSO and concluded that the Library’s personnel, security. and. suitability
programs are being operated in an effective manner, with only minor adjustments.
needed. In September 1995, the Library OIG conducted a review of the PSOand - -
" determined that “the Personnel Security Program effect1ve1y ensures, that appropriate
suitability and clearance mvest1gat1ons are initiated and issues, uncovered by OPM are

adjudicated.”, |

2. "*The permanent manager of Protective Services Division (PSD) '~
should have the security background needed to lead the technical -
and operatlonal 1mplementatlon of lerary physical securlty
programs. : | . e

| Within the Library’s Integrated Support Services Service Unit, PSD operates the
physical and electronic security sections and manages the Library police force.
Protective Services is responsible for the development of physical and information
security policies and has the largest staff dedicated to Library security. PSD provides
the technical capability to identify security problems and to develop solution optlons If
long-term security planning and coordination are to occur, this position requ1res a
security professronal with extensive management experience on large security
programs. Although the acting PSD manager gained an appreciation for Library
security programs a as the Chairman of the Collectlon s Securlty Overs1ght Commrttee,
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Many of the L1brary s vulnerab111t1es are due to the age and nature of its fac111t1es
and 1ts current operatlons For example

. The Adams and Jefferson fac111t1es are Vulnerable to f1re damage because of
- the construction of the buildings and the amount of paper matenals (fuel)
-+ -stored w1th1n these bulldmgs im e Ly ey
. .;F1re survelllance and control systems are unplemented onlymto the extent that
- they do ‘not: degrade h1stor1c Value R O TR o :

. 'ﬁ The L1brary bu11d1ngs have a hlstory of water leaks and other problems that .
cannot be fullyresolved without degradirig the historical character.of; the
facilities or without large renovation expendltures ER R

- With respect. to computer security, the Library has not performed a rlsk ;
assessment of its information systems. LCR 1620 stlpulates that the ”lerary shall
ensure that aud1ts, rev1ews, ert1f1cat10ns, and/ or risk analyses be’ performed at least
every 3 to 5 years which evaluate the adequacy and} proper. functlomng of computer o
security safeguards and 1dent1fy vulnerab111t1es that could heighten threats to existing.
or prospective automated data or resources.” I}Jntﬂ this is completed, there is no clear .
understanding of the r1sks threats, or vulnerablhtles that exist for automated resources |

at the L1brary

4. The lerary lacks a comprehenswe plan that addresses physmal
o computer, collectlons, and personnel securlty

As noted above, the L1brary d1d develop a Plan f' )5 Enhancm Ce 11 ct1
Security in 1992 and has implemented a number:of measures-in accordancewith that

plan. These measures include: lnspectlons at building entrances and exits; reduced .- - -
access to the stacks, Police patrols in the stacks, installation of video surveillance
cameras.and anti-theft gates, personal belongings disallowed in reading rooms, and the
installation of an automated Collections Control Facility that prov1des inventory control
for books. The plan, however, did not call for regulations covering all aspects of -
security. For example, the Library plan does not cover each phase of the collect1ons
process from acquisition and storage to availability for use. LCR 610 is focused only on
the use of Library materials. It does not set forth ob]ect1ves for the protectlon of
materials while they are in storge. : RN

A more comprehensive secunty plan would allow the Library to 1mprove 1ts |
decision-making process by weighing the needs of all secunty programs, and providing
the Librarian with a single point of reference for allocatlng resources, THhis is currently
being done at the New York Public Library and at the Smithsonian Institution. Without
such a complete plan, security implementation remains reactive to the latest problems
or “wants”.of the collections’ managers and funding is reallocated against near term _
needs, €. g., to protect an exhibition. At the Smithsonian, there is a formal planning
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process that requlres a representat1ve from every d1v151on to approve changes to the

facility and to.the security system. -

~ In addition to having no comprehenswe L1brary securlty plan, the L1brary lacks
derivative plans in a number of key areas. For example, PSD has no systematlc
approach for planning or implementing physical security. The Library uses' -
overlapping and multiple security hardware and procedures to achieve what it
considers to be an effective level of physical protection. This approach has evolved
more from the limitations to installation of security equipment in the buildings, than
from a planned approach to security. Security for each speaﬁc collection depends, to a
great extent, on the desires of the collection manager, previous:consultant reports, and
the experience of the Physical Security Section personnel: The Physical Security Section
Manager works with individual collections:managers to determine the level of
protection to be afforded to the readmg rooms: and bookstacks ass1gned to. that

collection.

In the mformatlon technology area, the L1brary General Counsel directed
Information Techriology Services in 1989 to develop a computer security policy for the
Library. The written pollcy isin compllance with the Computer Security Act of 1987

- that requires “all Federal" agencies to identify each computer system that contains

sensitive information and prepare plans for the secunty and privacy of such systems
Library of Congress Regulatlon 1620 was drafted in 1989 to provide a framework for

- compliance with the Computer Security Act of 1987. Because of required inputand -
- coordination from each service unit and division within the L1brary, the LCR 1620

policy was not finalized until 1995.

In addrtlon, the L1brary has not developed a contmgency plan for 1ts computer
operations. -LCR 1620 stipulates that the “Library shall require appropriate contingency
and continuity-of operations plans be developed, maintained, and coordinated.” While'
the ITS organization has an understanding of emergency operating procedures, the -
Library has no written and approved contingency plan documenting procedures to.-

develop, test, and maintain emergency response, backup operations, and disaster

recovery. In. lieu of a formal disaster recovery plan, the Library relies on other-
legislative sites that can be used as an off-site information resource to rebuild its
systems.. The Landover, Maryland, Library facility serves as the off-site backup location
for critical Library processes. This back up arrangement does not satisfy all of the-areas
that should be included in a contingency plan such as how to deal with a fires in -
computer rooms or how to respond to hackers who attempt to enter into Library

computer systems

5. Implementatlon of secunty at the lerary is conducted inan
1ncons1stent and sometlme undocumented manner.

The lerary does not uniformly implement the physical, computer and
collectlons securlty procedures it has developed In some areas there are no procedures )
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at all. ThlS further degfé.deé thvé’ securltyposture oftheL1brary The fOIIOng E : B
implementation issues at the Library were noted. ‘
a. No cdihpleté set of procedures guides the actions of the Library

‘ p¢1i¢e,"ahd pqlitigs are not unifqrmly' follbWed'.‘_, o

- TheLibrary police operating guidelines are a collection of procedures' that -

- expand in reaction to Library needs. The Library uses LCR 1810-2 ,“Access to Library

Buildings and Collections,” to define entry /exit requirements for Library space; LCR -
414-1, “Marking of Library Materials,” is used to-define exit inspection critetia.” Library
police jurisdiction is defined to be within the Library buildings and outside to the curb. -
The Office of the Librarian determines which entry/exit points will be opened and
closed, and when. The Library police have an unwritten procedure to patrolonly
public space and the stacks. Written procedures on detaining or arresting individuals - -
suspected of breaking Library rules are contained in Section AR of the Library of ==
Congress Police Policy Manual. O BRI 5

Exit/entry inspections were observed to be inconsistent with published

* guidelines. In the Library Police Manual, Part 1, “Responsibilities and Procedures for

Police Officers,” it states that the Police should “ask each petson before they go through -
the KNOGO if he/she has any Library materials. The answer to this question maybe
used as evidence in court...” We did not observe that this requirement was always . =
followed. :

The Physical Security Section also issues picture badges to employees that are
printed on a magnetic stripe access control card. The Library has mandated that all
employees wear badges. The magnetic stripe card is designed to provide access to the
closed stacks. Not all employees are wearing the badges, thus making identification of

authorized personnel difficult for the Police and the staff. ~ *

b. . Electronic security systems at the Library have varying levels of
effectiveness. ' o . o
The Library has an assortment of manual and electronically activated locks and
door hardware that are fitted into existing doors. The absence of documented
procedures for the implementation of locking hardware and exit/entry barriers has
resulted in a "mixed bag" of physical security equipment.- This "mixed bag" has created -
maintenance problems and difficulty interfacing with the electronic security system.

- A card access system controls access to the closed stacks and.restricted areas. The
design of the system is effective, but operational problems with door exits and alarms
have been reported. For example, false alarms occur when someone exits using the
doorknob rather than the push bar. The push bar shunts the alarm of the door. If the -
doorknob is used, an alarm goes off which is noted in the communication center. Since
these types of false alarms are continually reported, the police have stopped -
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respondmg The KNOGO system an ex1t-based detectron system appears to be an
effective deterrent, but notall L1brary mater1al has the approprlate sensors or tags

Intrusion detection systems monitor the closed stacks and other restrlcted areas.
The AOC stated that the intrusion detection systems, the same as those at the Library,
perform well in the other Capitol Hill buildings. The Electronic Security Section
Managers consider the AOC-provided intrusion detection systems to be unreliable, and
as a result, have installed extra sensors and alarm monitoring equipment in several .
areas. Some doors in the stacks have as many as four door contacts. This difference of
oplmon has been a contmumg source of conflict and has led to redundant expendltures :

Closed C1rcu1t Telev181on (CCTV) cameras and v1deo tape recorders are used in
reading rooms, stack areas, and for genetal surveillance arid deterrence.” Common area
and entry/exit point surveillance is monitored in the command centers. Cameras in the

* Rare Book reading rooms are also constantly monitored. Video'surveillance systems in .
the other reading rooms are effective where installed, because of the physical coverage

of the cameras. The overall effectiveness of those 'cameras is diminished, however, by

 the fact that they are not regularly monitored. - Although the L1brary has plans to install

additional CCTV. systems, fmdmg sultable mountmg and conduit locatlons isa
problem. iy S _

¢.  The Library has implemented common commercial practices to
secure its automated information resources. : :

Although we did not test spec1f1c computer secunty processes durmg our
assessment, we did review available documentation and interview L1brary personnel.
Because formal procedures and practices do not exist, the L1brary is using commonly
acceptable commercial practices to protect their mformatlon resources. Such practices
include: ~

J Inspection of log data for obvious trouble signs
. Inspechon of legltlmate files available for transfer
e Invest1gat10n of all susp1c1ous e-mall recelved

. Close review of the Computer Emergency Response Team (CERT) advisory to
keep abreast of attacks attempted on other systems and the recommended
. -ﬁsafeguard protectlons S T

Access to UNIX systems at the L1brary is closely controlled by hmlted
distribution of system administration privileges within the ITS division. A medium-
security configuration on IBM mainframes at the Library provides automated security
features to determine the secure state of the system. Commercial off-the-shelf security
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products are 1nstalled on the Lrbrary servers. Access to- f11es is authorlzed by data
owners, and is.controlled by the system administrator. ..

3.2. 5 Recommendatlons ig S

The followmg recommendatlons are consrdered critical to the 1mplementat10n of

an effective, successful securlty program at the L1brary

b N The lerary needs to orgamze and manage 1ts secunty functlons in
‘a less fragmented manner L ‘ SRR

Le The Lrbrary needs to 1dent1fy a smgle L1brary Secunty Offrcer (LSO)
responsible for all security functions in the Library, including physical,
information and personnel security. The LSO should be responsible for

~ providing the leadership and focus for the security organization and for
developing and implementing the Library’s overall security policy.

» The Library should investigate transitioning full responsibility for the design,
component selection, installation, integration, and operation of all permanent
and temporary electronic security components and systems to the AoC. This
would eliminate confusion and reduce the need for the Library to maintain
expertise in electronic security systems.

o The Library needs to provide management with more detailed information on
security program costs and performance. This will ensure that adequate and
complete information is available to determine how security dollars should
be spent and whether the money is being spent wisely.

e The Library should establish a robust training program for its personnel, to
include general security awareness and computer security. Since the staff
must help enforce security policies, it needs to understand the value of

- security in protecting the collections for future generations.

2. The Library needs to change its security program to conform with
generally accepted security practices.

e The Library needs to establish a comprehensive and overarchmg security
policy based on a single set of requirements. Accordingly, the Librarian
should publish a statement of the Library’s objectives for the protection of
personnel, property, and information. This statement should take the form of
a top-level Library Regulation from which all other regulations can be
derived.

e The Library needs to implement a comprehensive risk management process,
starting with a Library-wide risk assessment, to support ongoing decision .
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maklng and allocatlon of protectlve resources. The understandlng of

"'+ security-related threats arid vulnerabilities is ah essential component of an'

effective security programi. The Libraty should'idéntify and uriderstand real”
and potential threats, and articulate current weaknesses and vulnerabilities.
Also, it needs to formulate and prioritize its risks by petential severity;. This .-
information should be used to make budget prlorltlzatlon dec1310ns on -

:.securlty 1rut1at1ves LT L

After L1brary secunty requ1rements and rlsks are 1dent1f1ed and prlorltlzed a
comprehensive security plan that incorporates elements.from:the 1992 Plan

for Enhancing Collections Security should be developed to direct the

implementatlon of secunty across all L1brary operatmg elements and to drive

;,securlty goals and ob]ectlves SR « ST

'}The L1brary needs to- nnplement the secunty pohc1es and procedures it

developsin a ngorous manner.

ERR TR R
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33 TECHNOLOGYUSAGE

Although information is still delivered in hardcopy form, i.e., newspapers,
magazines, and books, computer technology is rapidly liberating mformat1on from the
limitations of print. The Internet has become the agent of change that is acceleratmg
global, decentralized access to information. In the next decade, the pervasive presence
of computers and advances.in telecommunications will profoundly affect the nature of
the Library and its mission. People will no longer be. precluded from accessing
information based on geography or time. The digital revolution will enable people to
access-and create the specific information they need. Millions of bits of information will -
be stored in computers, rather than just on lerary shelves. Hardcopy phys1cal '

“material, normally in a single media, is giving way to a multimedia, hyperlmked
"logical” world where physical handling becomes at best a second order issue..

Multimedia- processing ] has moved us from a smgular thmkmg world toa world where
information can now be viewed and heard, both at the same time, Technology is the
critical element that is revolut1omzmg the way people work, learn, and live.

The L1brary is umquely posmoned to take a p1votal role in. tlus mformatlon e
revolution. Bold leadership-and innovations in cataloging, storage, and presentauon >
techniques will be required to meet the needs of future information consumers. The.
Library has demonstrated such leadership in the past. For example, in the 1960-70 x
timeframe, the Library developed a capability-that enabled libraries around the world -
to develop automated cataloging systems for efficient mformahon access. Such B
creativity and. 1nnovat10n w1ll become even more nnportant in. the d1g1ta1 age

3.3.1 Methodology

The purpose of this portlon of the study was to determine whether the Library is
properly positioned in terms of strategy, leadership, organization, business processes,
data, and technology, to serve Congress and the Nation effectively in this new
information revolution. We also assessed the level of strategjic planning required to
enable the Library to take full advantage of today's technology. During the course of
this study, we established technology benchmarks based on site visits to large research
institutions, public libraries, commercial information prov1ders, and technology
development organizations. :

Our assessment centered around the following specific objectives:

¢ Address whether the information technology (IT) strategy is linked to the
overall Library mission

o Evaluate whether integrated IT planning, budgeting, and performance
measurement processes exist
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o Define the degree to which business unit heads in the Library interact with
Information Technology Serv1ces (ITS) to make joint decisions on IT spendmg
and d1rectlon _

. Evaluate ex1st1ng L1brary information systems and the1r effectlveness in
: supportmg the current m1ssmn and operahons ' :

‘e Evaluate the current L1brary technology orgamzatlon and its effectlveness in’
dehvermg technology enablmg solutlons i N

e Defme relevant enabhng technologles and assess the1r potent1al nnpact on-
) L1brary operahons B o o :

o Define “best pract1ces” that are employed by similar orgamzatlons in-
. Government, acadernia, and mdustry, and’ assess how these pract1ces could
be used to enhance the lerary s operatlons

Using GAO’s Strateglc Information Management Self-Assessment Toolk1t we
first exarnined the Library’s information'needs from the perspective of current: *
operational needs and the potentlal for exploiting new-technologies. As part of this - ‘
assessment, we focused on acquiring a sound understanding of the factors affecting the -
lerary s mission and goals These factors included its organization, functions, and -
supporting’ processes.” In addltlon, we defined and assessed enabling techinologies and
their potential for improving Library operations. Through a combination of interviews
and site visits, we also examined best pract1ces from similar Government; industry, and
academic institutions. The list of site visits is provided in Exhibit 3-6.
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EXHIBIT 36
Benchmark Slte Visits
l i ATIONALE

Patent and Trademark Offlce |70 review lessons Jearned in the areas. of facmtles, secunty, and o
(PTO) o T technology, mcludlng the dlgltal capture of patents and trademarks
I L and the disseémination-of information,” -~

National Archives and Records - To revrew |ts approach to record and document storage o
Administration (NARA) i N

Smithsonian Institution < [ To'review its large volume of physncal materlal data catalog, e
' security, and material access controls. - o co
New: York Public Library | To review.its methods and techniques for managlng its vast
R SRR 'holdmgs and the role that technology plays |n day-to-day o
e A B operatrons
Chicago Public Library ~ [ To'review'its’ approach to usmg technology to meet the needs of the
R public. :
Hanlard University - To review its extensive archive: holdmgs and its approach to an B
s B ‘lntegrated lerary System (ILS). -
Massachusetts Instltute of - To review its mnovatron in‘on-line access, mformatron storage and
Technology (MIT) = | retrieval, and information sharlng '
'| Indiana University | To reviewinnovation in the area of dlgrtal information handling

(sound and video) and support for the Internet. In addltlon to.
discuss their views 'onh copynght information processmg

Carnegie Mellon Univers’ity To review innovation in the area of dlgltal mformatlon handllng and
S -2t support for the: Internet
Purdue University [ To'review its innovation in on-line mformatlon access |ts Thorplus

: . Web sité, and information sharlng

The University of California at To review its information technology infrastructure and the changes
Berkeley it has made to the School of L|brary Science.

The Umversnty of Callfornla at ’To revuew its approach to an lntegrated lerary System (lLS)

Los Angeles
On-line Computer Library Center To review its leadership in information cataloging and data sharing.
(OCLC) ’ g B o

3.3.2 ”Findings and Conclusions

The Library has not recognized the importance of information technology as an
investment, nor does it have a strategic information management process linked to
customer needs and mission objectives. . Information technology planning, budgetmg,
and evaluation processes are not tied into the overall Library strategy. Finally, the _
Library has not built an organization-wide technology infrastructure to address all of its
current and future needs. Staff technology skills, anchored in old mainframe-based .
(legacy) systems, will inhibit the Library’s transition into a modern client-server
environment. These findings are supported in the following sections.
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A. A greater strategic focus on Information Resources Management (IRM)
would position the Library to make better use of technology

The L1brary does not view technology ina strateglc context nor has it focused on
what information is needed to run the organization. This is‘evidenced by the fact that
there is no single system-level architecture in place, complete with a performance
measurement component, that can facilitate the. organization’s decision making process.'
Through interviews with L1brary staff, we found that IT priofitization decisions are not
based on a clearly defined strategy and are not directly linked to the Library’s mission
objectives. This situation has inhibited the L1brary from movmg technology forward to.
better support the user commumty J

« The L1brary 5 leaders have not secured the full support and comm1tment of the
entire organization and no sense of common ownershlp has been created at all - ‘
management levels. The New York Public Library, on the'other hand, is ari éxample of

. an organization that views technology as integral to its mission. It started a strategic

planning process in 1992 and now has an operational focus with buy-in at all levels of
the organization. The New York Public Library would serve as an excellent model for
the Library of Congress in this arena. The Massachusetts Institute of Technology (MIT)
also has an excellent strategic plan that is used as a communications tool for the staff

- and to support staff requests, budget planmng, and task prioritization.

Lack of a recogmzed need for a global vision and strategy has resulted in costly
projects that never achieved their stated goals or had to be canceled prior to reaching .
their objectives. The Resystemization effort, which was initiated to modernize the
existing cataloging environment, failed, in part, as a result of these missing components.
Pro]ect leaders initially recogmzed the importance of the process but the commitment to
seeing this project. succeed was not present -

1. ThelTS orgamzatlon does not havea global v1ew of the Library’s
" information needs. ,

The current ITS organization views itself as an apphcatlons development and
maintenance organization, largely reactive to the day-to-day operational needs of the
Library. The Library does not view ITS in a strategic role as the manager of all the

- organization’s information needs. It does not integrate all information requirements

Library-wide and has no communication strategy for distributing technology decisions, -
soliciting recommendations, and documenting problems and solutions.

ITS supplies maintenance services for the legacy systems and the network
infrastructure required to support current library operatiohs. It continues to accept new
tasks that monopolize the development staff, while neglecting capabilities that would
better assist the overall organization.. For example, the Library has focused on the
THOMAS project, the initiation of the National Digital Library (NDL) pro]ect and the
creation of a digital video capture env1ronment to record Congressmnal sessmns, whlle :
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neglecﬁhg ehhancemeﬁts needed in other aréaé, such as “:efatav_logihg. :vaen in new |
system development projects, tasks are structured as a “job jar” list. This is evident in
the way that IT responsibilities are allocated and managed in the Library. Specifically:

o There is no clear delineation of responsibilities between ITS and the service
units with respect to technology implementation. - :

e The shoftage of resources, the perceived need to provide equitable support
- across the service areas, and constant shifts in priorities cause technical staff
to be inefficiently “time-shared” across numerous projects. -

~ Information required to make key technology decisions is not always available
and, as a result, ITS decisions are made from incomplete data. It is almost impossible
today to perform a cost benefit trade-off analysis on IT projects because-the

information is not tracked and in a usable form.

necessary

As a result of not tracking pertinent information concerning project performance
and expenditures, it is difficult to determine when tasks will be done or how much they
will cost. The cost may not just be financial in nature but may include lost
opportunities to provide better service to the organization. ot

In summary; Exh1b1t 3-7 eoinpares-the- ‘diffefenee* between the -‘-c‘:urrenf ITS -
approach used by the Library and an IRM organizational approach that we derived

from our site visits.

© EXHBIT3:7

‘ ]}ant‘i'ésting ITS and IRM ‘I\'ppl‘:baé:hes}

anning tocus -

indlng Areas

'SApproac

Evidence: Tasks are‘under"t.a,‘ketn in a '

. .maximize near term benefit

Tactical nnature - the goal s to-

trategic in ha ure - the goal is 10
maximize long-term as well as short-

“job jar” fashion, - Staff is constantly <" -} e - Operationally driven- ‘term objectives -

reshuffled on a weekly basis to meetthe | ¢  Reactive ' e . . Mission driven.

current priority. Decisions based on competing e 'Proactive . .. .’ '
initiatives e  Dacisions based on end-to- end,

integrated capabilities

Organization orientation and - - eI Director i ; S - o« (ClO IR

leadership ' 1 ¢ Technology driven , e Information solution enabled

Evidence: Information.is not the:: : " |- iProductprovider - :: e .. Service provider .. :

cornerstone of the organization.: Detailed | ¢  Support organization * Integrated team

status ‘reports and process metrics are K e s

not gathered, analyzed and used.to make

cost/benefit analysis decisions - B ' S : : e

Information architecture Stovepipe approach based on ¢ Integrated based on open long-term

Evidence: The current environment does current short-term needs ‘ needs ’

not have an overarching infrastructure. It
is difficult to move information; easil

across the environment without additional | -

software development.. = = -

2, "'The lack of a strategic, mission-driven pets
systems and a duplication of effort.

pééti\}e results in divergent o

The lack of a single IRM focus within the Library has resulted in the introduction
of competing, often divergent, technology infrastructures. For example, CRS
implemented its own electronic mail system, network operating system, and Window
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‘management system because CRS believed that ITS could not meet its needs. The
technology environment that CRS implemented is not totally compatible with the
infrastructure in the rest of the Library. Moreover, CRS has had to provide its own staff
to support the CRS network, and electronic mail'environment. These resources cannot -
be shared with ITS because of the different skills required. '

3. Without a formal strategic' plan or an integrated IRM planning process,
__prioritization decisions are not always consistent with mission needs.

' ‘Because the ITS organization views itself in a tactical versus'a strategic role, the
Library does not have an IRM plan that focuses technology investments and resources
on Library-wide core mission goals, business processes, and customer needs.. As a
result, there is no solid basis for allocating resources and making priority decisions with
respect to IT products and services.” - - ... " .. : ST

_ The Library’s current IRM planning process is informal, reactive to short-term -
needs, and not rooted in a comprehensive IT vision. As a result, resource allocation and .
technology decisions are often based on perceived short-term requirements, rather than -
on established mission priorities.- Projects are often prioritized based on the availability -
of resources rather than on their benefit to the organization and its mission. The -
following specific examples illustrate this point. Although they demonstrate the

' flexibility and responsiveness of the ITS staff, their undertaking diverted scarce -

resources from other priorities.

e In December 1994, Congress directed the Library to provide a gateway for
sharing legislative information on the Internet. The goal was to have this
~ capability in place by the start of the new Congress on January 5, 1995. The
" Library responded by developing a capability called THOMAS. To:satisfy
*this quick-turnaround task, three people were redirected from otherkey
projects such.as the Global Legal Information Network and the Bibliographic.
WorkStation (BWS). e . TR
e The Technology Assessment Group has not focused on assessing innovations -
which could streamline the Library’s operations or enhance their product .. - -
delivery capabilities. While some of their work has been lauded from outside
the Library, it is not supporting any of the Library’s stated internal strategic -
- objectives. B R L
IT priorities for the Library have been described and documented in the ITS
Strategic Plan, last revised in September 1995. This plan exemplifies the planning .. ... .
process used by ITS in establishing tactical priorities for the Library. This process =~
consists of the following steps: ' ' S, '

e ITS customers and constituencies are identified.
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~ Although this effort represents a significant step in the right direction; the
Capitol Hill buildings account for only part of the overall Library of Congress : = -
infrastructure, and their use by Facility Service represents only a partial segment of
users that require access'to this type of data: ISS Directorate, the Security -
department, as well as some service units, and even the AOC, all‘tieed access to this
information. Unfortunately, these different groups all use different tools and
systems to maintain and manage assigned areas of responsibility, each utilizing
redundant CAD drawing files in varying degrees of completeriess and accuracy.

i

Lnark

5. The Library does not have an integrated project prioritization” «
- Anintegrated, Library-wide:prioritization process has not been established:
This issue was initially‘addressed in the 1989-Arthur. Young Management study. .
The purpose of a project prioritization process. is to establish organization-wide -~
priorities; assign individuals to high priority work, and manage work backlog. - The
Arthur Young Management study recommended the establishment of such a' = -
project prioritization process. The study also recommended that all ISS
departments, service units, and Library management be included'iti the process of

assigning priorities -and ‘a-lldc"étiﬂ*g‘ resources based onffHOSé pifibriﬁe's’.i‘?

_ yLibra‘r:}A‘f; of Con'gfess maﬁagérs;fparticularly.those within Facility-’Services,’ S
commented that planning and executing work assignments is difficult and - .
disorganized. . New projects arecontinuously forced: into the queue ahead of other - -

“projects alreadyin:the pipeline which results in project delays. According to Facility

Services, initial steps were taken to introduce a prioritization  process; however,

. procedures were never fully developed or implemented due to'organizational; -

changes within ISS that left the issue of implementation responsibilities ini«+ ..

- question.

The failure to appropriately: set priorities is increasing the time and: ¢ost
required to plan, design, and execute user requests for space design and modification
because resources are not being efficiently allocated based on priorities. "
Continuously shifting priorities is causing designers to stop work on a particular
project for'weeks on end:in order to work ‘on a new, higher-priority:projéct. This
frequently causes AOC shop work to come toa halt and the reassignment of
resources to other projects which causes costly delays of all facilities design and
construction projects.” G R

Facility Services has specifically identified numerous examples of work =~
stoppages, lengthy delays, and reassignment of resources, including a daycare center
project-that took priority and nearly stopped AOC shop activities on other projects.. -
Another example cited was the completion of a room in the poetry area which

- ®Data from, the January 26, 1989, Arthur Young Library of Congress Management Review. '
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caused work stoppages on other projects. These examples illustrate the loss of work |
management control resulting, from the mablllty to.set pr1or1t1es and deal w1th
them in an organlzed fashion.: ST IR S

6. The lerary does not have comprehensrve space management .
standards. - ‘ . r g

Space ut111zat1on for each fac111ty varies across serv1ce un1ts and functlons
The lack of approved and, promulgated corporate space standards inhibits the

' estabhshment of a realistic baseline to assess this variance. The lack of such

standards also prevents the, development of defensible space requirements that can
be used to evaluate facﬂlty options, address identified needs for increased capacity,
develop short and long range planning options for additional facilities, and assess
the budgetary impact.of space on the Library. As-a result, thé efficiency and equ1table '

- distribution of current space: uise cannot be determined;-and therefore:controlled; -

and a supporting, auditable projection of additional space requirements cannot be
made. Space. management standards would help to control mcreased space

' requ1rements and costs. :

The Fac111ty Serv1ces Dlvrsron has developed fac111t1es space management

‘standards for the. Madison Building administrative offices and conference rooms

and furniture standards for the Madison, Jefferson, and Adams buildings.”
However, there are no-uniform space standards for Library-unique functions such as
stack space, media storage, general storage: areas, reading rooms, and ‘processing -

areas. This lack of comprehensive space management standards is demonstrated in
the Library’s 23 reading rooms which are all configured: to use space d1fferent1y An
example of a;good space management standard for a textual research room is: “A-..

600 square foot area is necessary. Qualitatively, the room must be climate - - -
controlled, with appropriate air filtration. Special security, lighting, and: acoustics
considerations are required, and the furniture must be sultable "8 -

Although the Library has. developed detailed stack space analyses for the Fort |
Meade Storage Facility project, they are not being further developed into ' ‘
comprehensrve space’ standards that can be used for ex1stmg fac111t1es

7. The ISS Facrllty Servrces Department has assumed a reactlve role
in terms of facilities operations. ‘ :

Fac111t1es decrslons come from multlple, uncoordinated sources such as the
numerous committees that are frequently formed to evaluate and estabhsh facilities

sy el NI

‘ 7Data from the December, 1989, Madrson Burldmg Offices and Conference Rooms Revrsed Standards

Document.

®Data from the July 31, 1995, National Archives and Records Administration, Report of the NARA
Space Planning Team.
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requirements. In.addition, the various. serv1ce umts establish their own fac111ty
space requirements and make their demands known to ISS. This mult1p11c1ty of
decision-making authorities greatly complicates the coordination and execution of
planning efforts across the organization. The Fort Meade case study. in Volume 2 of
this report further demonstrates reactive planning involving a new off-site storage
facility. Instead of ISS taking the lead on providing technical expertise for these
facilities decisions and assummg accountablhty, they have assumed a reactlve
management role. ... . = o iy ‘

8. ‘A complex d1v1smn of respon51b111ty creates problems for maklng
 timely facility decisions and divides the respons1b111ty for space '
planmng and pro]ect implémentation.

Fac111ty Services, coordmates w1th three separate orgamzatlons L1brary
Management, Service Unit Managers, and the AOC, who often’ have conflicting
priorities. In addition, ISS Directorate mterfaces with these same organizations as
well as with Congressional over51ght and appropnatlons committees for planning
and executing facilities projects. -

ISS’s horizontal orgamzatlon contrasts with the L1brary s vert1ca1 dec151on
making process. This structure requires a high level of communication,
coordination, and data sharing across divisional groups in order t6 operate
eff1c1ent1y and effectively. Unfortunately, this coordination is not happening,
resulting in voids, overlaps, and suboptimizations - a counter-productive effect on
the facilities plannmg and management process. Exhibit 3-3 identifies all of the
groups mvolved in fac111t1es planmng, management and oversight for the lerary
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y EXHIBIT 3-3 '
Facllltles Plannmg 'And Management ReSpOHSIbIIItIeS .
And Declsmn Makmg Influences '

Libfarian of Congress )
. Strategie policy goals

Congressional Cemmittees ‘

e Compliance oversight

* Program oversight

* Budget oversight
.{:*-Fort, Meade guldance |n ‘
MY d .

c
Management Team '

* Strategic direction

- requirements * ¢

Service Unﬂs

Assistant Librariah of | //
Congress ‘
| - Policy guidance .
| - strategic direction
- Program oversight: - -
* Space arbitration

. Space utmzatuon

* Space management
for assigned spaces -

* Space prioritios

GSA
~»Lease management: . -
.* Lease acquisition
‘. Bunldung mamtanance

AOC

* Space modification
.| = Building renovation .
"o Building construction
« Buildings maintenance
* and repair: .. .
‘s Repair budget requests“
. Shops P

: Integrated Support Services
Facility Project Support
Services : Services
+ Space management * Project management
* Space planning and * Project planning
design ‘ * Space analyses
* Relocation services * Liaison to AOC for
¢ Custodial services project planning and
¢ Moving services program requirements
* Liaison to AOC for . Liaison to
space modifications and Congressional
facilities maintenance Committees for project
¢ Liaison to Landlord for program requirements
building maintenance

3.1 4 Recommendatlons

The L1brary s greatest challenge is to think more strategically about its
facilities due to the inherent inter-relationship between the Library’s mission and its
facilities. Treating facilities as an important strategic element for accomplishing the
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hibrary’s mission will address the most pr'essing‘ needs: the: Librarif is currently‘. facing:

severe space resource constraints, degradat1on of the quality of collections

env1ronments, and no comprehensrve long-term fac111t1es requlrements plan.

As the Lrbrary develops a comprehens1ve strateglc plan that mtegrates its
mission and technology, facilities planning and management operations must
continue to be'service-oriented and designed around the needs of Library users.

 Facility: résoutces:should be managed appropriately in'support-of those needs. This

shift'should be accomplished through the effective and. effrcrent coordmatron of
facrhty plann1ng and 1mp1ementatxon act1v1t1esv»* S B S el A e

The followmg are. recommendatlons for 1mprovmg the L1brary s fac111t1es
planmng and management decrsron maklng and facilities ut1hzat10n strategies.

1. Develop a lerary-w1de Strateglc Facrlltres Plan

The Library’s organlzatlonal decision makmg structure d1rectly impacts its
ability to strateglcally plan and execute an effective.and comprehensive planning
program in order to satisfy its collectlons storage needs. Authority and coherent
direction should originate from upper management in the Library’s hierarchy, at the
Associate Librarian of Congress level; and be channeled directly along vertical and
horizontal reporting lines. The direction given:to-facilities must be strategic and
based upon a thorough understandrng of the inherent inter-relationship between
the Library’s mission and its facilities in order to provide an attainable and
coordrnated strategic fac111t1es planmng framework for staff execution.

Therefore, it is recommended that the respon51b111ty for strategic facilities
planning be formally assigned to an upper management position that places a clear
focus on facilities operational requlrements This position must carry with it clear
authority and accountability to develop the strateglc plan for the facilities divisions
and all Lrbrary liaisons. ‘ |

A strategrc fac111t1es plan wrll enable the L1brary to determme and control
their role in the planning and management of Key factors affecting space and facility
use. It will also help them define the inter-relationships between facilities and how
they support ‘the collectrons through the utlllzatlon of a comprehenswe process to

developing a L1brary-w1de plan

2. The Library of Congress should desrgn, develop, and 1mplement a
data sharing methodology.

The ISS Director must create the appropriate mechanisms to ensure
coordination between facilities departments and facilitate decision making and
project planning across the ISS team. One such mechanism could be the
establishment of mandatory and routine space management reviews with
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representatlon from all facilities divisions. Another mechamsm would 1nvolve the

'des1gn and 1mp1ementat10n ofa data sharlng system DL e T T 7

3. ISS should be glven ”ownershlp” ‘of the lerary fac1ht1es to ensure
both the optimal use of lerary space and to ensure proper support
for the collectlons. : P gy olae SR

Fac111ty Serv1ces needs to operate a5 the owner of the spaces, a role the service
units, currently assume: - This change will help Facility Services operate more pro- -
actively- and eff1c1ent1y It will.also insert them into. the. collections; management .
process, ensuring that the availability. of appropriate space is addressed. in-a timely. -
manner in the case of special collections, such as the WETA/PBS tape archives that
were awa1t1ng the arnval of storage shelves in the Landover Annex durmg our s1te
VISItS . - SIS P e i AR i S

CEXHIBIT :3-4:
Model Strategic Facilities Plan

- * Define facllltles migsion and
. supporting goals
i, » Recognize importance of failities, 10
overall Library mission
. B V3

"+ Quality of space
'} -+ Adequacy of space
+ Physical security
» Other factors

‘ Define ﬁscel ‘optlons i

* :Mset the forecasted space.". .. . o )
« identify operational options o

requnrements

* Apply facility to inventory of faclities
- assess current conditions

- measure space dehdenqes < renovate = réimbursable services
: s =relocate . ~ -userfees
. Deﬁne budgetary impact of space -buyllease. . - others
requirements - other options
- provide supportable space * Improve quality of space

» Address excess-cost locations
= |dentify trads-offs between costs and
musslon

costs
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4. Develop and 1mplement an 1ntegrated shared and technrcally
accurate set of facilities-specific CAD drawmgs and‘associated’
databases |

“In order to 1mp1ement and manage an mtegrated shared and accurate
database, a computer aided facilities management (CAFM) system should be -
developed to provide the necessary tools for long-term planning and: infrastructure
management. These tools will provide L1brary personnel with quick and easy access

~ to accurate information on ‘each functional component. Patamount to this -

accomphshment is the issue of standardizing hardware platforms and’software tools
in a CAFM system. This standardized environment is a prerequisite for local or

‘widearea networks that utilize client server technology to ‘connect the various user
~ locations. The Library’s Fac1lty Design and Construction Section has already

purchased some of the major hardware and software components ‘that’ would be
needed to 1mplement an mtegrated CAFM system

An mtegral component of developmg a CAFM system is. the def1n1t10n of a
functional data sharing process and a concept of operation that promotes maximum
efficiency across facility management divisions in terms of resources, operational
capabilities, and cost. This concept of operatlons should provide the capability for bi-
directional flow of facilities planning and space management information between
users, ultimately support the decision-making process with accurate and- timely data,
and their consolidation into a strategic level executive information system. = - -

It is important that the mtegrated facilities planning and space management
system database become the pnmary rep051tory of mformatlon for the L1brary s
1nfrastructure g

5. Fully 1mplement the Arthur Young lerary of Congress .
Management study finding and Facility Services’ subsequent: dmft
Process for Determining and Implementing Space Planning
Priorities.

The Library obviously recognizes the importance of establishing and
implementing procedures for space project prioritization because procedures were
developed in 1995, service unit liaisons were assigned, and initial service unit
priorities were identified in order to integrate these priorities into a master
schedule. It is time to move forward with the implementation.

6. Develop comprehensive, unlform, qualitative, and quantitative
space standards for all Library facilities and for each type of
functional space; use GSA government-wrde standards where
applicable.

It is critical that the space standards include both qualitative and quantitative
characteristics. Qualitative narrative would describe in detail the requirements for
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- such necessities as climate control, air filtration, security, lighting, fire protection,
and adjacency. Quantitative. narrat1ve would prescrlbe the amount of square footage
for each functional type of space e PR

Once these standards are developed, they can be applied to all existing spaces
by functional type in order to assess the efficiency. of current space use. In addition,
when projecting future space requirements, these standards will serve as a
defensible database to. support the pro]ected requlrements

Assrgn formal respons1b111ty and accountablllty to ISS for
_ fundamental facllltles roles.. v

ISS should develop and mamtam programs, p011c1es, and /o or procedures for

.. Standardlzatlon_o_nf _spa_ce \u»tlllzatlon )

e Compliance with the recommended / propOSed space standards,and
e Appropnateness of the usage of the space

The ISS Dlrector, as an act1ve part1c1pat1ng member of the L1brary Senior:
Management Reporting Group, also should stress to the other members of that team
the critical importance of the mter-relat1onsh1p between fac111t1es and the L1brary Gl
mission. ‘ : L =

.. 8..  Require the lerary to develop a Space Utilization Program..

The L1brary should de31gn the program to facilitate the assessment of how
efficiently they utilize all three Capitol Hill facilities. This Space Utlhzatlon
Program should also be designed to help the L1brary maximize the. efficient use of -
space in coordmatlon with the- L1brary s strateglc vision.
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3.2 'SECURITY o
3.2.1 Background

With more than 4, OOO employees, three large bu1ld1ngs on Cap1tol H1ll that are -
open to the public, more than 100 million items of stored property(the Collections), and
their own pohce force, the Library has a unique blend of secunty concerns. These . -
concerns arise from the potential for environmental emergencies, for example, fire or
water damage in the stacks; the theft or destruction of invaluable material in the
collections; or other forms of natural causes and cr1m1nal acts commltted in L1brary
buildings or surroundmg streets. - SRR o

Security at the Library encompasses the protection of Library bu11dmgs, systems,
employees and visitors, sensitive information in both paper and electronic form, and the
Library’s collections. At the Library, security is organized and implemented through
three distinct programs: physical secur1ty information (computer) security, and
personnel security. _ _

The physical security program, including electronic security and the Library
police, are organized centrally under the Protective Services Division (PSD) within the
Integrated Support Services (ISS) Unit. The physical security program provides for the
badging of Library employees-and visitors and ensures the integrity of all physical

barriers and locks used to control access to work and storage areas. The electronic

security program repetitions is responsible for the specification, installation, and
maintenance of existing and new electronic access controls, intrusion.detection systems,
and closed-circuit television systems. The Library’s electronic security program |
currently focuses on the implementation of electronic security equipment to protect
collection storage areas (book stacks) and reading rooms, and to facilitate the

installation of security equipment to support temporary exhibitions. The day-to-day -
operations of Library security are implemented by the Library police. With a staff of
over 104 full-time uniformed armed officers, the Library police provide control of
building exteriors, entry, and exit points. They also guard highly valuable exhlb1ts, S
patrol internal space, -and respond to emergenc1es as needed : B

'Ihe Library has a respon51b1hty to protect mformat1on To. accompllsh tl'us, the i
Library has instituted an information securlty program operated by the Information. .
Technology Service (ITS) Unit. Although in a formative stage, the Library has -
published a computer security policy that assigns roles and responsibilities for the -
protection of both sensitive, proprietary, and publicly held information.

The Library also has the responsibility of handling and ;storing classified
information received from Congress and other sources. To facilitate this activity, the

‘Library has established a personnel security program operated by the Personnel

Security Office (PSO) with the authonty to grant secunty clearances
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Sustauung, and hence protectmg the Collectlons, are central to the L1brary s
operations under its current mission. The establishment and maintenance of collections
security has been a topic of intense discussion and debate within the Library over the
past two decades. From the mid-1970’s through 1995, workgroups have studied the
effectiveness of both Library and collections security. A number of different security
experts and consultants have been hired to analyze security. Internal committees were
formed to develop collections security plans, and fundlng has. been requested and spent
toi 1mprove the protect1on of L1brary matenals : SR TRy -

J Although the L1brary has taken steps to unprove secur1ty of the Collectlons over.
this period, there continue to be allegations.of book theft and mutilations.. These - ..
allegations have prompted Congress to question the status and condition of the securlty

at the L1brary
3.2. 2 Methodology

Our assessment of this. portlon of the study centered around the followmg S
objectives: : . ,,

e Determine whether the Library organizes and managesits physmal
mformatlon, and personnel securlty program effect1vely '

. Address whether the L1brary has. spent the money allocated for securlty ina .
- 'cost efflclent and useful manner » EN

. -"Determme whether the L1brary is handlmg its secunty functlons in
accordance w1th generally accepted secunty practlces IR

Our secur1ty evaluatlon team. completed this task using a varlety of methods o
include: external research and analy31s, face—to—face and. telephone mterv1ews, techmcal
site surveys, and srte v131ts ~ Lo o

 Research and Anal¥51s We conducted 11terature searches on L1brary and collectrons B

security both specific to the Library of Congress, and to the library community in
general. We researched trends in book and art thefts and mutilations to develop an
understanding of the problems associated with this form of crime. We also identified
and contacted library associations to find available documentation as to “best practices
for library security. Since the protection of Library materials is a relatively new topic.
for library associations, the American Library Association (ALA) and the Association of
College and Research Libraries (ACRL) indicated that the development of protective . .

standards has not been a h1gh pnonty

”.

Interviews. We conducted a series of mterv1ews both w1thm and out51de the L1brary
We also conducted telephone interviews with several national and international
libraries to assess best practices for security available from the professional library

community and lessons learned available from other libraries.
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1te Survegs and Vlslt We conducted extenswe 31te surveys and assessment of L1brary

‘buildings, storage facilities, and work areas.. We viewed the placement and locatlon of

physical security equipment within the bulldmgs, evaluated the security. control.and

~ security monitoring locations, and assessed the operation of entry/exit points, and .

Library Police posts. We conducted tours with Library Police and Protective Services
personnel to review operating procedures. We conducted site visits to comparable -
Federal archive and state library facilities, and visited several large academic libraries
on the East Coast to compare; their securlty measures with those of the Library of -
Congress S <

3.2.3 Flndlngs,and Conclusmns B

*-The Library’ his a number of security related problems resultmg from a

_ fragmented organization, ineffective management procedures, lack of a clear security”

policy, ill-defined requirements for Collections security, incomplete risk management
processes, and no comprehensive security plan.. These findings are supported in the
following sections. ‘A case study focused specrﬁcally on the hlstory and management of
collections securlty is provided in Volume2. : s R

A. The Library does not organize and manage its security : functionsinan
effectrvemanner. ' O = o S |

The lerary suffers from’ a number of managemerit problems that 1mpact the
security program. In addition to a fragmented security organlzatron, unqualified PSD
manageér, and a budget structure that does not provide adequate cost information, httle
emphas1s is placed on security related trammg or awareness. 'In response to some of -
these issues, PSD recently retained Comptuter Sciences Corporation (CSC) to conduct -
several assessments of the Lrbrary s protective programs. Although the CSC effortis -
not designed to provide a comprehensive overview of Library functions, CSC is under
contract to the Library to survey security operations under four tasks: a physical
security survey of occupied buildings; a study of Library Police operations with regard

' to collection protection; the design of a securlty awareness program, and an inventory

study of selected collection items. =
Specific issues in the securlty management area include the following;

1. The Library has not appointed a:single point of authority to
manage all of its secunty programs

There is no single md1v1dual respons1ble and accountable for overall secunty of
the Library. Current security responsibilities are fragmented across the Protective
Services Division (physical security), Information Technology Services (computer
security), and the Personnel Security Office (personnel security). Collections security is
assigned to collection managers as supported by Protective Services. Focusing on the
security of the Collections as part of the Physical Security Program, LCR 610-2 also
places a “custodial” responsibility for Library materials on the division chiefs and
Library officers who have custody of Library materials, the Library personnel who
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make use 2 of L1brary materials as part of their ]obs, and the researchers who a are granted
access to Library miaterials under specific readershlp rules. Each of these groups' has
separate and distinct programs: ‘with its own policies and guideliries. - Assigning
responsibility for overall security to a single individual would allow the Library to
move toward a more mtegrated approach to its security programs. For example, at
Harvard University, a lerary Secunty Offlcer has been appomted to oversee all
secunty functlons ' o |
Within the phys1cal securlty arena, organizational confus1on exists regardmg
electronic security. The management and implementation of electronic security is
currently divided between Protective Services and the Architect of the Capitol. (AOC)
The Library is responsible for temporary installations, i.e., to support exhibits, while the
AOC purchases, installs, tests, and maintains permanent intrusion detection and access
control equlpment for the Adams, ]efferson and Madlson bulldmgs

."\ -

A sunllar 31tuat10n ex1sts w1th respect to computer securlty For apphcanons and ‘v
data residing on the mainframes; responsibility and authority for secunty has been o
designated to the Director, Informatlon Technology Section. : .

The Library does have an effective Petsonnel Security orgamzatlon managed by
- the Personnel Securlty Offlce The PSO grants security clearances to about 300 Library
the determmatlon of su1tab111ty for employment at the lerary In May 1995 OPM
_reviewed the PSO and concluded that the Library’ 8 personnel securlty and sultablhty
~programs are being operated in an effective manner, with only minor ad]ustments |
‘needed. In September 1995, the Library OIG conducted a review of the PSO and |
determined that “the Personnel Security Program effecnvely ensures that approprlate
suitability and clearance mvestlgatlons are initiated and issues uncovered by OPM are |

adjudicated.” -

2. -The permanent manager of Protectlve Serv1ces D1v1s1on (PSD)
should have the security background needed to lead the technical
and operational 1mplementat10n of Library physmal secunty
programs.

Within the Library’s Integrated Support Services Serv1ce Unit, PSD operates the
"physical and electronic security sections and manages the Library police force.
Protective Services is responsible for the development of physical and information
security policies and has the largest staff dedicated to'Library security. PSD provides
the technical capability to identify security problems and to develop solution opnons If
long-term security planning and'coordination are to occur; this position‘requires a -
security professional with extensive management experience on large security
programs. Although the acting PSD manager gained an appreciation for Library -
security programs as the Chairman of the Collection’s Secur1ty OverS1ght Comm1ttee,

3-24



Booz-Allen&Harrﬁlton -

Many of the Library’s vulnerab111t1es are due to the age and nature of its fac111t1es
and its current operations. For example: : : :

e The Adams and Iefferson fac1l1t1es are vulnerable to fire damage because of -
the construction of the buildings and the amount of paper materlals (fuel)
= stored W1thln these bulldmgs o : S

B Flre survelllance and control systems are nnplemented only to the extent that
o they do not degrade hlstonc value ’ P e R T TR

. 'The L1brary buildings have a h1story of water leaks and other problems that
‘cannot be fiilly resolved without degrading the historical character of the
facilities or without large renovatlon expend1tures S

With. respect to computer security, the L1brary has not performed a nsk :
assessment of its information systems. LCR 1620 stipulates that the “Library s shall
ensure: that audlts, reviews, cerhflcatlons, and/ or risk analyses, be performed at least.
every 3 to 5 years which evaluate the adequacy and proper functioning of computer ‘_
security safeguards and identify vuh1erab1ht1es that could heighten threats to existing

~ or prospective automated data or. resources.” Untll this is completed, thereis no clear

understandmg of the, IISkS threats; or vuherab111t1es that exist for automated resources
at the Library. : : . :

4. The Library lacks a comprehensive plan that addresses physrcal
| computer, collectlons, and personnel secunty ,

As noted above, the L1brary d1d develop a Plan for Enhancm Collections

Security in 1992 and has implemerited a niithber of measures in accordance with that -
plan. These measures include: inspections at building entrances and exits, reduced -
access to the stacks, Policé'patrols in the stacks, installation of video surveillance -
cameras and anti-theft gates, personal belongings disallowed in reading rooms, and the '
installation of an automated Collectioris Control Facility that prov1des inventory control
for books. The plan, however, did not call for regulations covering all aspects of -
security. For example, the Library plan does not cover each phase of the collectlons
process from acquisition and storage to availability for use. LCR 610 is focused only on
the use of Library materials. It does not set forth ob]echves for the protechon of
matenals while they are in storge. =~ ‘ '

A more comprehensive security plan would allow the Lrbrary to 1mprove its
decision-making process by weighing the needs of all security programs, and providing
the Librarian with a single point of reference for allocating resources. This is currently
being done at the New York Public Library and at the Smithsonian Institution. Without
sucha complete plan, security implementation remains reactive to the latest problems

~ or “wants” of the collections” managers and funding is reallocated against near term

needs, e.g., to protect an exhibition. At the Smithsonian, there is a formal planning
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process that requlres a representat1ve from every division to approve changes to the -
fac111ty and to the security system. | | ,

In addition to having no comprehens1ve L1brary secur1ty plan the L1brary lacks
derivative plans in a number of key areas. For example, PSD has no systematlc

‘approach for planning or implementing physical security.: The Library uses:

overlapping and multiple security hardware and. procedures to achieve what it
considers to be an effective level of physical protection. This approach has evolved
more from the limitations to installation of security equipment in the buildings, than

from a planned approach to security. Security:for. each. spec1f1c collection depends, to a

great extent, on the desires of the collection manager, previous consultant reports, and
the experience of the Physical Security Section personnel. The Physical Security Section
Manager works. with individual collections managers to determine.the level of .
protection to be afforded tothe, readmg rooms and bookstacks ass1gned to. that
collection. : ‘ e i

In the mformanon technology area, the L1brary General Counsel directed’
Information Technology Services in 1989'to develop a computer security policy for the
Library. The written policy is in compliance with the Computer Security Act of 1987
that requires “all Federal : agencies to identify each computer system that contains’ -
sensitive information and prepare plans for the security and privacy of such systems.”
Library of Congress Regulatlon 1620 was drafted in 1989 to provide a framework for

~ compliance with the Computer Security Act of 1987. Because of required input'and :

coordination from each service unit and division within the Library, the LCR 1620
policy was not flnahzed until 1995 ‘

In addition, the Library has not developed a contlngency plan for its computer

operations. LCR 1620 stipulates that the “Library shall require appropriate,contingency

and continuity of operations plans be developed, maintained, and coordinated.” While
the ITS organization has an understanding of emergency operating procedures, the
Library has no written and approved contingency: plan documenting procedures to
develop, test, and maintain emergency response, backup operations, and disaster
recovery. In lieu of a formal disaster recovery plan, the Library relies on other
legislative sites that can be used as an off-site information resource to rebuild-its ,
systems. The Landover, Maryland, Library facility serves as the off-site backup locatlon,_
for critical Library processes. This back up arrangement does not satisfy all of the areas
that should be included in a contingency plan such as how to deal with a firesin
computer rooms or how to respond to hackers who attempt to enter into Library

computer systems.

-5 Implementatlon of security at the lerary is conducted inan '
1ncons1stent and sometlme undocumented manner ‘ ‘

~The lerary does not un1formly 1mplement the phyS1cal computer and
collections security procedures it has developed. In some areas there are no procedures
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at all. This further degrades the security posture of the L1brary The followmg
unplementatlon issues at the L1brary werenoted. = .

Can " No complete set of procedures guides the actlons of the Library o
| police, and policies are not uniformly followed

- The Library police operating guidehnes area collectlon of procedures that -

‘ expand in reaction to- Library needs. The Library uses LCR 1810- 2 ,"“Access to Library

Buildings and Collections,” to define entry/exit requirements for L1brary space. LCR -
414-1, “Marking of Library Materials,” is used to definiééxit inspection criteria. Library
pohce jurisdiction is defined to be within the Library buildings and outside to the ciib.
The Office of the Librarian determines which entry/exit points will be opened and
closed, and when. The Library police have an unwritten procedure to patrolonly

public space and the stacks. Written procedures-on detaining or arresting 1nd1v1dua1s
suspected of breaking Library rules are contained in Section AR of the Library of
Congress Police Pohcy Manual SR Sl . 0

Exit/entry mspections wete observed to be inconsistent w1th published
guideliries. In the Library Police Manual, Part 1, ”Respon51b1ht1es and Procedures for~
Police Officers,” it states that the Police:should “ask each person béfore they go through'
the KNOGO if he/she has any Library materials. The answer to this question maybe
used as evidence in court...” We did not observe that this requirement was always

followed.

~ The Physical Security Section also issues picture badges to employees that are
printed on a magnetic stripe access control card. The Library has mandated that all
employees wear badges. The magnetic strlpe card is desxgned to provide access to the
closed stacks. Not all employees are wearing the badges, thus making identification of
authorized personnel difficult for the Police and the staff , ‘ '

b. Electronic security systems at the Library have varying levels of
effectiveness.

The Library has an assortment of manual and electronically activated locks and
door hardware that are fitted into existing doors. The absence of documented
procedures for the implementation of locking hardware and exit/entry barriers has
resulted in a "mixed bag" of physical security equipment. This "mixed bag" has created
maintenance problems and difficulty interfacing with the electronic security system.

A card access system controls access to the closed stacks and restrlcted areas. The
de51gn of the system is effective, but operational problems with door exits and alarms
have been reported. For example, false alarms occur when someone exits using the
doorknob rather than the push bar. The push bar shunts the alarm of the door. If the
doorknob is uséd, an alarm goes off which is noted in the communication center. Since
these types of false alarms are contmually reported, the police have stopped = - o
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respondmg The KNOGO system, an exit-based detection system, appears tobean
effective deterrent, but not all Library matenal has the approprlate Sensors or tags

: x

Intrusion detection systems monitor the closed stacks and other restricted areas.

* The AOC stated that the intrusion detection systems, the same as those at the Library,

perform well in the other Capitol Hill buildings. The Electronic Security Section
Managers consider the AOC-provided intrusion detection systems to be unreliable, and
as a result, have installed extra sensors and alarm momtormg equipment in several -
areas. Some doors in the. stacks have as many as four door contacts.  This difference of :
opinion has been a, contmumg source of conﬂlct and has led to redundant expendrtures
for sensors., : : N T

Closed Crrcult Telev1s1on (CCTV) cameras: and v1deo tape recorders are used in
reading rooms, stack areas, and for general surveillance and deterrence. Common area
and entry/exit point surveillance is monitored in the command centers; Cameras in the
Rare Book reading rooms are also constantly monitored. Video surveillance systems in -
the other reading rooms are effective where installed, because of the physical coverage
of the cameras. The overall effectiveness of those cameras is diminished, however, by
the fact that they are not regularly monitored. Although the Library.] has plans to install
additional CCTV systems, fmdmg suitable mountmg and conduit locatlons isa. .
problem R s ‘

¢. The Library has implemented common commercial practices to
secure 1ts automated mformatlon resources. .

Although we d1d not test speC1f1c computer security processes durmg our
assessment, we did review available documentation and interview L1brary personnel.’
Because formal procedures and practlces do not exist, the Library is using commonly
acceptable commercial practices to protect their information resources. Such practices

include: N |
. Inspecition»of log data for obvious troublesigns

e Inspectlon of legltlmate f11es avallable for transfer
. Investlgatron of all susp1c1ous e-ma11 recelved

o Close review of the Computer Emergency Response Team (CERT) adv1sory to
keep abreast of attacks attempted on other systems and the recommended
_ safeguard protectlons : E :

Access to UNIX systems at the L1brary is closely controlled by 11m1ted
distribution of system administration pr1v1leges within the ITS division. A medium-
security conﬁguratlon on IBM mainframes at the Library prov1des automated security
features to determine the secure state of the system. Commercial off-the-shelf security
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products are. mstalled on the L1brary servers Access to. f1les is authonzed by data
owners. and is. controlled by the system admlmstrator g el

3. 2 5 Recommendatlons

The followmg recommendanons are considered critical to the 1mp1ementatlon of

an effectrve, successful secunty program at the L1brary.

’ L b KIS .; g B S AN N ¥ RISy . . H BT e .
.
E P The lerary needs to organlze and manage 1ts secunty functlons in
a less fragmented manner DR SRR

e The lerary needs to 1dent1fy a smgle lerary Secunty thcer (LSO)
responsible for all security functions in the Library, inicluding physical,
information and personnel security. The LSO should be responsible for

 providing the leadership and fociis for the security organization and for
developing and 1mplementmg the Library’s overall security pohcy

e The Library should mvestlgate transitioning full responsibility for the design,
component selection, installation, integration, and operation of all permanent
and temporary electronic security components and systems to the AoC. This
would eliminate confusion and reduce the need for the Library to maintain
expertise in electronic security systems. :

e The Library needs to provide management with more detailed information on

security program costs and performance. This will ensure that adequate and
complete information is available to determine how security dollars should
be spent and whether the money is being spent wisely.

e The Lrbrary should establish a robust training program for its personnel, to
include general security awareness and computer security. Since the staff
must help enforce security policies, it needs to understand the value of -

- security in protecting the collections for future generations.

2. The Library needs to change its security program to conform with
generally accepted security practices.

e The Library needs to establish a comprehensive and overarching security
policy based on a single set of requirements. Accordingly, the Librarian
should publish a statement of the Library’s objectives for the protection of
personnel, property, and information. This statement should take the form of
a top-level Library Regulation from which all other regulatlons canbe
derived.

e The Library needs to implement a comprehensive risk management process,
starting with a Library-wide risk assessment, to support ongoing decision .
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makmg and allocation of protectlve resources. The understandmg of

i security-related threats-anid vulnerabilities is an essential component of an

effective security program.- The Libraty should ideritify and'understand real =~
and potential threats, and articulate current weaknesses and vulnerabilities.
Also, it needs to formulate and prioritize its risks by potential severity. This
information should be used to make budget pr10r1tlzat10n dec151ons on

: secunty initiatives.

After L1brary securlty requ1rements and nsks are 1dent1f1ed and prlorltlzed a

. ’comprehenswe security plan that incorporates elements from the 1992 Plan

for Enhancing Collections Security should be developed to.direct the

implementation of security across all Library operating elements and to drive
the optimal allocation of personnel and. f1nanc1al resources to fulfill Library

; securlty goals and ob]ectlves

;.’I‘ P R

The L1brary needs to nnplement the secunty p011c1es and procedures it

developsmarlgorous manner. . - . R P o
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33 TECHNOLOGYUSAGE

Although information is still delivered in hardcopy form ie., newspapers,
magazines, and-books, computer technology is rapidly liberating information from the
limitations of print. The Internet has become the agent of change that is acceleratlng
global, decentralized access to information. In the next decade, the pervasive presence
of computers and advances in telecommunications, will profoundly affect the nature of
the Library and its mission. People will no longer | be precluded from accessing
information based on geography or t1me The digital revolutlon W1ll enable people to
be stored in computers, rather than ]ust on lerary shelves Hardcopy phys1cal
material, normally in a single media, is giving way to a multimedia, hyperlmked
"logical” world where physical handling becomes at best a second order issue. -
Multimedia processmg has moved us from a smgular thmklng world to a world where
information can now be viewed and heard, both at the same time. Technology is the
critical element that is revolut1omzmg the way people work, learn, and live.

'Ihe L1brary is umquely pos1t10ned to take a p1votal role 1n tlus mformanon _
revolut1on Bold leadersh1p and mnovauons in catalogmg, storage, and presentahon
L1brary has demonstrated such leadershlpmin the past. “For ‘example, in the 1960 70
timeframe, the lerary developed a, capablhty that enabled libraries around the world
to develop automated cataloging systems for eff1C1ent information access. Such e
creativity and innovation w111 become even more 1mportant in the d1g1tal age . ‘f' o

3.3.1 Methodology

The purpose of this portion of the study was to determine whether the Library is
properly positioned in terms of strategy, leadership, organization, business processes,
data, and technology, to serve Congress and the Nation effectively in this new
information revolution. We also assessed the level of strategic planning required to
enable the Library to take full advantage of today's technology. During the course of
this study, we established technology benchmarks based on site visits to large research
institutions, public libraries, commercial information providers, and technology
development organizations.

Our assessment centered around the following specific objectives:

¢ Address whether the information technology (IT) strategy is linked to the
overall Library mission

e Evaluate whether integrated IT planning, budgeting, and performance
measurement processes exist
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- e Define the degree to which business unit heads in the Library interact with |
‘. . Information Technology Services (ITS) to make ]omt decisions on IT spending
- and dlrectlon

o Evaluate ex1st1ng L1brary mformat1on systems and their effectlveness in
supportmg the current mission and operatlons :

. Evaluate the current lerary technology organlzatlon and 1ts effectlveness in
}dehvermg technology enabhng solutlons ' S et

o Define relevant enablmg technologles and assess the1r potent1a1 1mpact on i
lerary operatlons RO ,

e Defme “best practlces” that are employed by snmlar orgamzahons in
’ Government, academia, and industry; and assess how these practlces could
be used to enhance the L1brary s operatlons

‘ Usmg GAO's Strategic Informatlon Management Self-Assessment TOOlklt we
first examined the Library’s information needs from the perspective of current -
operational needs and the potent1al for exploiting new technologies. As part of tlus
assessment, we focused on acquiring a sound understanding of the factors affecting the
Library’s mission and goals. These factors included its organization, functions, and
supporting processes. In addition; we defined and assessed enabling technologies and
their potential for i improving Library operatlons Through a combination of interviews
and site visits, we also examined best’ practlces from similar Government, industry, and -
academic institutions. The list of site visits is provided in Exhibit 3-6.
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- EXHIBIT 3-6
Benchmark Site Visits _

Patent and Trademark Office
(PTO) ' :

To review lessons learned'in the areas of fadilities, securlty, and
technology, lncludrng the digital capture of patents and trademarks
'| and the dissemination of information. " : g

National Archives and Records
Administration (NARA) -

“ITo revrew lts approach to record'and docurrien“t 'stdrag“e.

Smithsonian Institution

To review'its large volume of physrcal matenal data catalog,
security, and material access controls. ‘

New York Public Library

To review its methods and techniques for managing its vast
holdlngs and the role that technology plays rn day-to day

| operations.

Chicago Public Library

‘To'review its’ approach to usrng technology to meet the needs of the
»publrc ' , i

Harvard Un'iversity ‘

[ To review its extensive archrve holdrngs and its approach to an :

Integrated Lrbrary System (ILS). :

Massachusetts lnstrtute of -
Technology (MIT)

To review its mnovatron in on-line access, mformatron storage and

| retrieval; and information sharing:

Indiana University

To review-innovation in ‘the area of drgrtal information handlrng
(sound and video) and support for the internet. In addltron to

“ 1 discuss their views on-copyright. information processing.

Carnegie Mellon University -~

{ To review innovation in the area of drgrtal rnformatron handlrng and
its support for the Internet. : :

Purdue Unrversrty

To review its innovation in on-line information access, |ts Thorplus

_| Web site, and information sharing.

The Unlversrty of Calrfornla at
Berkeley

To review its information technology infrastructure and the changes
it has made to the School of Library Science.

The University of California at
Los Angeles

To review its approach to an Integrated Library'Systemf(lLS).

(OCLC)

On- Ilne Computer Lrbrary Center

To review its leadership in information cataloging and data sharing.

3 3.2 Flndmgs and Conclusmns

The Library has not recognized the 1mportance of information technology as an

investment, nor does it have a strategic information management process linked to
customer needs and mission objectives. Information technology planning, budgeting, -
and evaluation processes are not tied into the overall lerary strategy. Finally, the -
Library has not built an organization-wide technology infrastructure to address all of its
current and future needs Staff technology skills, anchored in old mainframe-based
(legacy) systems, will inhibit the Library’s transition into a modern client-server
~environment. These findings are supported in the following sections. |
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A. A greater strategic focus on Informatlon Resources Management (IRM)
would position the Library to make better use of technology

The Library does not view technology ina strateglc context, nor has it focused on
what information is heeded to run the organ1zat1on This is evidenced by the fact that
there is no single system—level architecture in place, complete with a performance
measurement component, that can facilitate the organization’s decision making process.
Through interviews with Library staff, we found that IT prioritization decisions are not
based on a clearly defined strategy and are not d1rect1y lmked to the L1brary s mission
objectives. Thissituation has inhibited the lerary from movmg technology forward to
better support the user commumty e :

The L1brary s leaders have not secured the full support and comm1tment of the
entire organization and no sense of common ownershlp hasbeen created at all -
management levels. The New York Public Library, on the: other hand, is an example of
an organization that views technology as integral to its mission. It started a strategic
planning process in 1992 and now has an operational focus:with buy-in at all levels of
the organization. The New York Public L1brary would serve as an excellent model for
the Library of Congress in this arena. The Massachusetts Institute of Technology (MIT)
also has an excellent strategic plan that is used as a communications tool for the staff
and to support staff requests, budget plannmg, and task prlontlzatlon ST

Lackof a recogmzed need for a global vision and strategy has resulted in costly
projects that never achieved their stated goals.or had to be canceled prior to reaching
their ob]echves The Resystemization effort, which was initiated to modernize the
existing cataloging environment, failed, in part, as a result of these missing components.
Project leaders initially recogmzed the importance of the process but the commitment to
seeing. tlus project succeed ‘was not present. e N LR

1  ThelTS Orgamzatlon does not have a global view of the lerary’s ‘ o
' 1nformatlon needs. ' |

" The current lTS organization views itself as an apphcatlons development and
maintenance organization, largely reactive to the day-to-day operational needs of the-
Library. The Library does not view ITS in a strategic role as the manager of all the -
organization’s information needs. It does not integrate all information requirements
Library-wide and has no communication strategy for distributing technology decisions,
soliciting recommendations, and documentmg problems and solutions.

ITS supphes maintenance services for the legacy systems and the network
infrastructure required to support current library operations. It continues to accept new‘
tasks that monopolize the development staff, while neglecting capabilities that would
better assist the overall orgamzatlon For example, the Library has focused on the
THOMAS project, the initiation of the National Digital Library (NDL) pro]ect and the
creation of a digital V1deo capture environment to record Congress1onal sessmns, whlle '
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neglecting enhancements needed in other areas, such as catalogmg Even in new’ o
system development projects, tasks are structured as a “job jar” list. This is evidentin
the way that lT respons1b111t1es are allocated and managed in the L1brary Spec1f1cally

. There is no clear delineation of respon51b1l1t1es between ITS and the serv1ce
- units w1th respect to technology implementation. - ~ :

o The shOrtage' of resources, the perCen’zed ‘need to provide equlta'blé* support
- across the service areas, and constant shifts in priorities ¢ cause techmcal staff
fto be mefﬁc1ently tnne-shared” across numerous pro;ects o

Int’ormatlon required to make key technology decxslons is not: always ava1lable
 and, as a result, ITS decisions are made from incomplete data. It is almost unposs1ble
today to perform a cost benefit trade-off analysis on IT projects. because the necessary. -
mformatlon isnot tracked and ina usable form.

- As aresult of not trackmg pertlnent mformatlon concemmg pro]ect performance :
and expend1tures, itis difficult to determine when tasks will be done.or hlow much they :
will cost. The cost may not just be financial in nature but may 1nc1ude lost
opportun1t1es to prov1de better service to the organlzatlon. -

In summary, EXhlblt 3-7 compares the drfference between the current lTS
approach used by the Library and an IRM organizational approach that; we denved
from our site visits.

v _ 'EXHIBIT'3-7 "
Contrastlng ITS and IRM Approaches

4R ndlng ) AR RM Approach
annlng focus . . g .o ].e. Stra gic.in nature - the goal IS to

Evidence:  Tasks are undertakenina = /| - maxnmuze near term benefit - 1" maximize long-term as well as short-

“job jar* fashion.. Staffis constantly .. - ..{ . :Operationally driven : .20 |- term objectives - ...

reshuffled on a weekly bas's tomeetthe |e  Reactive | .- Mission dnven ,“ -

current priority. , ¢ Decisions based on competmg ;e " 'Proactive; .

initiatives * Decisions based on end—to- end,
mtegrated capabllmes

Organlzatlon orlentatlon and . e IV Director ‘ e OO

leadership ; ‘e Technology driven o' Information solutuon enabled
Evidence: !nformatlon isnotthe . : »  Product provider e Service provider -

cornerstone of the organization. Detailed ] Suppon organlzatnon L Integrated team

status reports and process metrics are-: R L S

not gathered, analyzed and used to, make
cost/beniéfit analysis decisions - L . o e R S
Information architecture . Stoveplpe approach based on * Integrated based on open long-term
Evidence: The current environment does current short-term needs needs

not have an overarching infrastructure. it
is difficult to move information easil )
across the envirohment wuthout ad tlonal

software development ey :

" Thelack'of a strateglc, mrssmn—drlven perspectlve results 1n dlvergent
systems and a duplication of effort.

The lack of a single IRM focus within the Library has resulted in the introduction
of competing, often divergent, technology infrastructures. For example, CRS
implemented its own electronic mail system, network operating system, and Window
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management system because CRS believed that ITS could not meet its needs The
technology ¢ environment that CRS 1mplemented is not totally compatible with the
infrastructure in the rest of the Library. Moreover, CRS has'had to prov1de its own staff
to support the CRS network, andelectronic mail environment. These resotirces cannot
be shared W1th ITS because of the d1fferent skllls requlred

3. Withouta formal strateglc plan or an integrated IRM plannmg process,
pnontlzatlon dec1s1ons are not _always con51stent W1th mlsswn needs

' Because the ITS orgamzat1on views itself in’ a tactlcal versus a strateglc role, the
L1brary does not have an IRM plan that focuses technology investments and resources
on: L1brary-w1de core mission goals, business processés, and customer needs...As.a
result, there is no solid basis for allocating: resources and makmg pnonty deC1s10ns w1th
respect to IT products and services. oo R .

-The lerary s current IRM planmng process is mformal reactive to short-term
needs; and not rooted in a.comprehensive IT vision. As a result, resource allocation and
technology decisions are often based on perceived short-term requirements rather than
on established mission priorities. Projects are often prioritized based on the availability
of resources rather than on their benefit to the organization and its mission.. The
following specific examples illustrate this point. Although they demonstrate the

' flexibility and responsiveness of the ITS staff the1r undertakmg d1verted scarce

resources from other priorities.

e InDecember 1994, Congress directed the Library to prov1de a gateway for
sharing leglslatlve information on the Internet. The goal was to have this
capability i in place by the start of the new Congress on January 5, 1995. The

~ Library responded by developing a capability called THOMAS: To satisfy

. this quick-turnaround task, three people were redirected from other key
projects such as the Global Legal Informatlon Network and the B1b11ographlc
WorkStatlon (BWS) :

.. The Technology Assessment Group has not focused on assessing mnovatlons ;
which could streamline the Library’s operations or enhance their product
delivery capab111t1es While some of their work has been lauded from out51de -
the L1brary, it is not supportmg any of the lerary s stated mternal strateglc
ob]ectlves _

IT pr1or1t1es for the L1brary have been descnbed and documented in the ITS
Strategic Plan, last revised in September 1995._ This plan exemplifies. the planning -
process used by ITS in establishing tactical pr10r1t1es for the lerary This process
consists of the followmg steps: 5 o - A

o ].TS customers and constituencies are ‘identifie_d. ‘
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User needs are estabhshed and defmed irrone-on-one sessions W1th each
" customer.” Priorities are rev1ewed in penodlc meetmgs conducted between -
+»"user and ITS representatives. . e o

e [TS management reconciles conflicts that cross the L1brary and attempts to
~ ‘address at least o e'ot more high priority item from each constituency group.
** ‘Final decisions are made by ITS management based on resource ava11ab111ty .
N rather than orgamzanonal pr10r1t1es | o .

;;;;;
.....

As ev1denced by this process, ma]or initiatives in the lerary are usually f1rst
championed from within one of the‘user-organizations; then supported at the Executive
Committee level. Some projects, such as the National Digital Library (NDL); are
initiated from the top down. Others, such as THOMAS, originate from a Congressional
request. More often, pro]ects result froma need advocated by either a technical or
functional proponent in the Library. The Copyright Office Registration, Recordation,
and Deposit System (CORDS), for example, did not take.on significant importance until
anew manager took over the Copyrlght Division and pushed the 1n1t1at1ve

Because 1n1t1at1ves are lmked to the L1brary s, mlssmn only to the extent that the
mission is reflected in the perceived needs of the individual proponent, the planning
process does not address all the strategic planning elements that would better enable
ITS to allocate resources, define technology expenditures, and establish pr10r1t1es across
the Library. These missing elements include the following:. :

e A'vision for the future that mcludes IT.as an enabler to the lerary s m1ssron
(Where do we want to be7) : SR : S

¢ An mtegrated IRM archltecture (1 e., orgamzatlon, busmess processes, and .
: support systems) rooted in thlS vision (What resources-are needed to. get there?)

J Performance unprovement ob]ectlves that are measurable and llnked to the
mission (How do we know when we get there?). ‘ R

Many 11brar1es and institutions we: v1s1ted durmg our: 51te surveys offer excellent g
examples of how strategic planning can effectlvely drive technology decisions. The . =
Library of Congress would benefit from using some of the same IRM planning
processes that have been implemented at the National Archives & Records
Admiinistration, the Patent'& Trademark Office, Carnegie Mellon Un1vers1ty, the
Massachusetts Instltute of Technology, and the Chlcago Pubhc lerary ‘

B. The ex15t1ng technology mfrastructure is not mtegrated across the
lerary : : ‘ e

Asthe Library increases 1ts use of technology, both to support mtemal operatlons o
and to interact with its external customers, the overall infrastructure becomes an
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increasingly critical factor affecting the ability of the Library to accomplish its mission.
This infrastructure consists of the architecture, systems, resources, and processes -
designed to support technology. Library systems are currently not integrated at a level
appropriate to reduce interfaces between systems, lessen the need. for maintenance
resources, and minimize redundant data.

" The L1brary currently faces a 51tuat1on assoc1ated w1th 1ts core mformatlon
systems that is not uncommon among organizatlons that developed automated tools in

the 1970’s. At that time, systems were built to focus on specific, locahzed problems or

processes L1brary systems developed usmg thls approach mclude the followmg

Multi-Use MARC System (MUMS) A data rep031tory system forv} ‘f:.“«igﬁ_‘v x
;bibhographmdata - 2 I TS R

. Sub]ect-Content-Oriented Retrleval for Processmg Informatlon On-lme .
- (SCORPIO) - A data repository. system containing mdexed 1nformat10n
pertammg to matenal avallable in the L1brary o

. Copyright Offlce Pubhcatlon and Interactive Catalogmg System (COPICS) A
- data repos1tory system contammg copynght registration mformatlon '

[ @
R 3

. Copynght Office lN-process System (COINS) - A data reposrtory and

tracking system for managing deposit accounts and requests for mformatlon ,

b

~ on fee services associated with the copynght registration process.

 These systems form the foundation for a majority of the automated information
processing now associated with the Library’s day-to-day operations. They were
developed around non-integrated data structures that were state-of-the-art at that time.
Newer Library systems are designed to improve access.to these core systems and to
address additional functional capabilities. Multiple interfaces have been developed
among these systems (e.g.,, MUMS, SCORPIO, COPICS, COINS). The number, quality,

and complexity of these interfaces complicates software changes since a change made to

one system may affect several other systems. The Library’s technical architecture has

~ evolved around the need to support and enhance these legacy systems rather than in

accordance with an overall data model representrng the orgamzatlon s mtegrated
information: needs : : , , i

Lack of a comprehensive, integrated information architecture hasalso caused
systems to be acquired as independent entities. Automated solutions to provide new
capabilities tend to be.bounded by.the requirements of a single organization, rather ..
than implemented within the larger context of the Library’s global requirements.- An
important example of this is the-current issue surrounding the selection of an electronic -
mail package for the Library. The main purpose of an electronic mail selection is to
provide an enterprise-wide capability that can serve the entire Library commumty
CRS has standardlzed 1ts e-mail environment, but the remainder of the L1brary
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' continues to operate using numerous products The Lrbrary has adapted the CRS

solution but no plan for migration was avallable for review. As a result meff1c1enc1es in
operatlon staffmg and communlcatron exist. . :

Another shortcommg of tlus p1ecemea1 approach to system select1on has been a
failure'to recognize the benefit of an Integrated Library System (ILS), i.e., a system that
would help the Library track orders, acquisition, cataloging, and circulation functions. -
A consultant’s report prepared forthe Acting Director, Public Service Collection,on .-
Processing and Information in the Library, dated April 25, 1995, clearly demonstrated
the feasibility and potential benefits of adapting a commercially available ILS - k
environment. The Library has not yet capitalized on this report. Both Carnegle Mellon
University and the Chicago Pubhc L1brary depend upon ILS to fac111tate L1brary
management functlons 2 v

“The L1brary has many system databases that W1ll conhnually increase in volume .
The NDL, for example; is expected to store 5 million digitized images by the year 2000.
A key benefit of integrating systems within a comprehensive, targeted architecture is -
the ability to limit data redundancy, thus reducing costs associated with data storage .

“capacity and the resources required to keep common elements synchronized. At the

present time, however, there are a number of systems that perform similar activities.

For example, MUMS and COPICS both perform functions needed to process catalog
records but they contain some of the same data fields. The lack of an integrated plan for
managing these data systems into the foreseeable future is a risk for the Library. Data -
redundancy that does not spec1f1cally improve performance or prov1de some other
benefit in support of the. L1brary s mission should be m1mm1zed in order to reduce

resource costs. :

Ind1v1duals wrthm the L1brary, both system developers and end-users, recognize

" the need to integrate technical decisions across project initiatives. A current example of

this is the needed integration among the NDL, CORDS, GLIN, and THOMAS projects,
all of which plan to use the Internet as a means of data transmission. Integration efforts
are driven by individual initiative, however, because the concept of technical
integration across the Library has not been institutionalized. No formal process has
been established to ensure that technical information is shared across projects.

C. Technology programs and pro]ects are not managed as 1nvestments

Because the Library does not have a comprehensrve IRM vision or strategy, it
does not view technology as an investment. Insufficient attention is paid to program
and project costs, priorities, and performance. As a result, the Library cannot determme
if its investments in technology are supporting its mission ob)ectlves S
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1.. The budget structure does not provrde program or pro] ject level cost
mformatlon : SR S T -

Bud get planmng follows a bottom-up process W1thm ITS. Every year the IT S.
staff gets budget inputs from the service units and prepares a draft submission. This
exercise is usually accomplished by taking the previous year’s approved expend1tures
and either increasing or decreasing each of the cost centers to achieve an internally ;-
generated funding objective. Budget estimates are based.on ¢current staffing levels; and
estimated capital expenditures, not on'mission priorities.as defined in-an overall Library
strategy. The’budget is executed as a genheral pool of resources expended on short-term -
needs rather'than on long term IRM objectives. ‘As a result, it is difficult for the L1brary
to justify spendmg pr10r1t1es and to perform cost beneflt analyses ot

The budget structure 1tself does not prov1de adequate mformatron on IRM
expenditures for specific initiatives. When resources are diverted to a new pnonty
such as THOMAS, the true cost is unavailable because no information is kept to account
for project level costs. Asa result; it is difficult to accurately assess either individual
initiative or total L1brary IT costs Reasons for this. lack of budget vwlb1hty include the
followmg :

o The L1brary has 5 d1fferent approprlatlons lerary Salarles, Congressmnal '
" Research Services, Copyright, Books for the Blind and Physically g
Handlcapped and Furniture and Furnishings. Technology expendrtures are
mcluded in at least three of these appropnatlons a »

o The cost center structure for the ITS budget does not provrde the necessary
- visibility to track cost performance associated with specific high priority - -
initiatives. Whereas the budget details are treated more spec1f1cally within
~ITS, the true cost of certain programs can only be eshmated

e Other L1brary orgamzatlons, ‘such as CRS plan and manage the1r component
of the IT budget mdependently of IT S.

2. The lerary has no formal performance measurement system.

Performance measurement is a critical element in the strateg1c IRM plannmg
process because it determines whether the IRM strategy is addressmg mission
objectives effectively. The L1brary has a number of def1c1enc1es in this area that need to

be addressed, mcludmg
o SpeCi’fic;‘measurable performmce objectives, tied to Library mission- -
priorities, are not formally established, negotiated, and communicated within
the organization.
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 Programs or projects are not managed as investments. The program or.
project evaluation process is not directly linked to the planningand
-budgeting process. No formal process. exists for monitoring major initiatives,
programs, and f "dmg prlormes, and sub]ectmg themtoa comprehensrve
performance revrew process. . :

“ ' :Performance measures are estabhshed on a transaction ba51s tied to spec1f1c
system platforms rather. ‘than linked to. the mission as a measure of
». orgamzatlonal performance :

Exhtb1t 3-8 summanzes our fmdmgs about the Library’s ITS performance
measurement process. It describes the sources and types of performance measures
typically employed at each leve] of evaluation and how these evaluatlon methods

'»compare to the L1brary s performance evaluatron process.
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e EXHIBIT 38
Weaknesses m the Performance Measurement Process

Mission

Customer Satisfaction _

- -Mission.goals and .
.objectwes measures

No formal IRM performance measurement
mtegratmg plannmg budgetmg and evaluation processes

'Performance of key mnssuon dellvery processes not
formally measured MRS

IRM performance’ measures not formally defmed
communicated and linked to mission perfonnance

| Organization

Cu“ omer satlsfactlon

 Strategic ob;ectlve B
measures

Resource usage by
objective

' "/Performance measures not linked to budget: evaluatlon
3 ‘Resource expendltures and technology investmentsinot: -

Measurable orgamzatlonal performance objectlves not

defined and documented inthe IT strategy;

measured against a defined IRM strategy and measurable
performance objectives

Program

Cost performance

Schedule performance
Technical perfformance

IRM programs and projects not treated as investments;
program evaluation process not directly linked to planmng
and budgeting

Program and project work plans not consistently
developed :

Many high priority programs lack a formal review process
to track and measure cost, schedule and technical E
performance

Individual

Measurable personal
business objectives

Development objectives
Accomplishments

Individual performance appraisals and personal
development plans not formally tied to IRM objectives

IT System or

Application

User satisfaction
Reliability/Maintain-
ability/Availability

Transaction-based
statistics

System level performance is typically measured by
transaction-based measures

System performance measures not closely linked to user
satisfaction and responsiveness to mission needs
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D. “The Library needs to dec1de whetherto bulld new systems 1n-house or to e
outsource future systems development ‘ . L -

g

The lerary is- currently ata crossroads and must determme Whether it wants to
continue to build new systems in-house or whether it would be more cost effective to -
-acquire these capab111t1es elsewhere. Other government organizations have faced -
similar issues. For: ‘example, NARA has outsourced administration of its-network -
environmerit and the Patent & Trademark Office has migrated away from doing. customv
software development to procuring and adaptmg commercial solutions. In any.case;:
the L1brary will be faced with-establishing more rigorous systems engineering processes f
and acqiiiring staff with riew skills'to ensure that automation requirements are‘met in:

~ an efficient and timely manner, and that they are consistent with organizational goals. -

1, "-The Library is in a transition state wrth respect to the systems itis
1mplement1ng SERNE o —_—

The Library is currently in‘a transition state regarding the types of systems it is
implementing to support its mission. It is moving from building the internal data =~ .
repository capabilities represented by the core legacy systems, to systems thatare
designed more to attomate processes. This meansithat the operations of the Library are
increasinglycoupled to the systems-designed to support: them. The Library:can either . -
accept system‘development as integral to its mission and establish a full-scale, high- -
quality system development capability; or it can acquire the systems:it needs by other
means, i.e., purchase commerc1a1 products or outsource

" The Library’s need for sophlstlcated technology-based solutlons is expandmg
beyond 1ts current capab111t1es Thls trend is accentuated by the followmg

. Expandmg requlrements for serving Congress and other L1brary users
(resultmg in systems such as THOMAS GLIN and NDL)

e Theneed to manage databases contlnually mcreasmg in volume

. "Changes in catalogmg rules or strategy resulting in considerable data |
maintenance (e.g., the need for global updates to catalog records)

o Increased capability and technology innovation available in the marketplace
2. The Library’s current legacy systems cannot support 1ts future needs.

The Library has a core dependence on legacy systems (e g SCORPIO MUMS
COINS, COPICS) that have been in operation for over 20 years. These systems are
complex, increasingly difficult to maintain, and cannot evolve in hne with future

B Library requirements. The software code for the legacy systems was developed by

Library staff at a time when system resources (e.g., memory, system reglsters, disk
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space, standardized operating system utilities) were scarce. This issue required
software developers to structure code to conserve resources. As new, requirements
were identified, changes were nnplemented by flxmg existing code and/or addmg
more code to the baselined version. Over two decades, these systems have necessarily
become functionally rich and specifically tailored to the historical operating processes of
the Library but they have also become extremely convoluted in design: As a result, the -
structure and comiplexity of these legacy systems are increasingly inflexible and: d1ff1cult

_toadapt to changing requ1rements They will eventually reach a pointat: ‘which they -

can nolonger evolve without. major re-engineering. efforts to restructure all or portions .
of the code. Addltlonally, if the Library:moves in the direction of assuming an.. ., ., «
information broker role in the future;jt must move to new.interactive technologle Athat
facilitate data sharing'among geographically: drspersed orgamzatlons These legacy
systems will not accommodate such changes..-~ ;" w0 .

3. The processes: des1gned to support software development in the lerary are
not adequate for bulldmg high quality systems. L

- At some point in its history, the L1brary mst1tut10nal1zed a structured
development methodology called the Work in Process.System (WPS). This approach
which detailed the documents and phases required to develop Library. systems, was
used for implementing large-scale, stand-alone, batch-oriented systems._It is still used,
in part by the staff maititaining the mainframe systems. Based upon: discussions with
various Library IT maintenance staff; however, itisnot apphed umformly across, all
software development pro]ects : v e

As technology evolved the WPS approach has become less apphcable The
Library abandoned the WPS system engineering framework but did not replace it with
system engineering practlces more appropriate to new systems. As a result, no .
institutionalized system engineering framework currently exists. Each individual
development team decides on its own approach, platform, and development . -
environment. The team then monitors its own adherence to self-developed -
conventions. The only development standards that are being followed by multxple
teams are those developed for systems on the Internet. o

If the Library wants to continue to build information systems, it must address
existing shortfalls in its System Development Life Cycle approach in the followmg
areas: :

. System pla'nning
e Requirements definition
e Requirements trackmg/ validation
J Conﬁguratlon management/ control
e Development tools/environment
. Development methodologles
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Test approach/tools

- Data definition and repository
Engineering process mtegratlon |

Project control.

'Ihe followmg sectlons detall our spec1f1c fmdmgs regardmg processes in each of
“these system engineering d1sc1p11nes

System planning—System development ¢osts are not routinely estimated
before development and only sometimes after a project has been completed.
The hardware may, be planned but the labor requlred is taKen out of the

development labor pool and is usually not viewed as a “cost” to the project.
In the only discovered instance in which a project’ (SMS) had been assessed to

determine cost, including labot, an issue still under discussion is the
“loading” applied to labor rates (e.g., for benefits, facilities, aux111ary support
functions, etc.). This information is not readlly ava1lable to the Library staff.

. True costs and level of accomplishment for specific initiatives are also
~ obscured by the fact that the budget is not structured and executed in a way

that will eas1ly produce such data

| Requlrements deflmtlon——The L1brary has 1mplemented several useful

techmques in this ; area focused on garnering strong user mvolvement IT S

| requ1rements are properly defmed Methods for capturmg defined

requirements are not consistent across the teams and sometimes rely heavily
on mutual understanding between the staff involved. Although most projects

_reviewed did produce some type of written requ1rements statement, format,

o content and level of detall vary

| Requlrements trackmg and validation—The most common method of

tracking requirements at the L1brary is to record individual requirements in
the form of tasks to be completed. This task list then becomes the Project Plan
for the effort. We found no evidence of automated requirements tracking
systems or other mechanisms to support this function, with the exception of

~ the Work Tracking System used to track help desk problem reports.
Discussions with the development staff indicate that requlrements are not

- umversally lmked to system documentahon

‘Conflguratlon Management (CM)—CM is handled by each development
- team until the system is turned over for production. The mainframe systems

~* aremore tlghtly controlled. CM planning, processes, and tools are not

- required to be consistent between projects and we did not find evidence of a
formal CM structure. Only one project indicated it used automated CM tools

for tracking source code and system components. A common response we
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received when requesting specific documentation was that it existed
somewhere but the exact location was not immediately known..

Development tools—The Library indicated that several products have been
tried but none has been adopted for Library-wide use. Individual -
development teams select the tools and environment considered most
appropriate for the system. they are building, subject to management
concurrence. ITS is in the process of trying to standardize on a set of data

- base products and development platforms to address the issue of support and
vmamtenance fora heterogeneous archltecture

' Development methodologres—The lerary md1cated that it does not use a
suite of standardized development methodologles other than the instances
. where the WPS approach is still followed. Use of a partrcular methodology is

at the 1n1t1at1ve of an md1v1dua1 team or staff member

» Test approach and tools—-—'Ihe mamtenance teams for the malnframe systems

currently implement the most rigorous approach to testing; although
“emergency” fixes do not always go through a full test scenario. Quality
assurance staff are respons1ble for reviewing changes to productlon systems,
performmg some testing in accordance with developed test scripts, and
moving versions of the code into production. Systems under development

are tested in accordance with the test approach selected by the development

team, which may or may not be formalized. In most cases, final acceptance
testing is accomphshed by turning the test configuration over to the user -

- rather than using a structured approach govemed by an Acceptance Test
.. Plan. |

' Data definition and reposrtory—The ITS data admu'ustratlon staff has the

responsibility for working with development teams and overseeing all data
dictionary and data element definition activities. Entity-relationship models

are used as the basis for more complex systems, but are developed on an
individual project basis. Attempts to develop global definitions for data used
by d1fferent segments w1th1n the orgamzatlon have not been successful

Engmeenng process 1ntegratlon—No formal mechanism exists for

~_translating requirements into support and resource needs across ITS and

other segments of the Library. The focus of plannmg and process .

implementation is at the project level and varies between individual projects. |
Communication between projects is dependent upon individual team ‘ o
members and is not governed by any formal mechanism. It is facilitated to o

- some degree by the “automation liaisoris” but this mechanism is heavily

dependent on personal relationships. The key formal mechanism for

- interaction on a technical level is the Technology Working Group, which
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empha31zes workstation allocation and other budget issues. This role has not
. been enhanced to prov1de a means of developmg mtegrated plans and
solutlons ,

e Pro]ect control—Although reportmg mechanisms exist, they are oriented
~_toward budget management of the organization. ‘They are not crafted to
. prov1de the level of information needed to monitor and guide development

_and pro]ect activities effectlvely The* pro]ect control” functlon at the global
~level is missing or inforial. This includes activities such as developing
| .f[,bmaster schedules across all pro]ects, resource balancmg, and resource
.. projection. .At the individual project level, the use of ‘project control
- techniques supported by automated tracking or' management tools has not
~ been institutionalized and initiatives are not tracked in sufficient detail to
determine total project cost pro]ected resource needs, overallocated
resources, etc.

“In summary, we found that some accepted systems engineering practlces have

- been 1mplemented or are being developed throughout the Library. The degree to which

this is occurring depends upon the spec1f1c project or development group. Although
the lack of a structured system engineering framework is viewed by many as allowing
ﬂex1b111ty, the potent1a1 1mpacts for the lerary include:

o There is greater d1ff1culty in accurately assessing the status of current systems
"o Individual teams must ”pay "the‘ cost" to recreate needed components

. Systems are developed with 11ttle consistency (e.g., de31gn approaches,
~ naming conventions, screens, documentation, development techmques,
degree of modularity)

o System mtegratlon is hampered and opportunltles for multi-use code are
reduced

. The quality, complexrty, and comprehensweness of developed systems is
dependent upon the skills and capabilities of a specific team.

4. Continued in-house systems development wrll be dlfflcult w1th the
" existing staff.

 Thekey resource for a high-quality system delivery capability is the staff. The
Library has a pool of staff resources, many of whom have a long history with the
organization. A number of issues, however, must be overcome if the Library chooses to
continue in-house systems development. These issues include the following: -
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o ITS has staff members who are experts in certain applications (e.g.,

- bibliographic records). The Library legacy systems are maintained by staff
who are h1gh1y skilled in the intricacies of their part1cular segment of the
system and, in some cases, were even involved in the original implementation

~ efforts. For the most part, this staff is fairly small (maintenance staff typically
averages 4-5 people, not always full-time) : and these individuals do not cross
into other areas or systems. This situation poses a high long-term risk for the
Library because the legacy systems are complex, difficult to replace, lack

) .accurate maintenance documentatlon, and require skills that are difficult to
find in the marketplace. The Library Resystem1zat10n effort started’in the late

~ 1980’s was designed to resolve this situation but it was never completed In
one anecdotal example, a new staff member was able to “come up to speed”
on an existing legacy system to the point of producmg viable work at a basic

level after one year, mcludmg three months of Workmg w1th a knowledgeable

staff member.

. » Resources and skllls of those responsible for implementing technology. are in
many instances rooted in the mainframe milieu. The Library does not yet
have the critical mass of techriical talent needed to continually expand and
sustain current new initiatives such as NDL.

. Staff that are core knowledge holders are reachlng retlrement age and have
not always been back-filled with trained, younger staff.

o The lengthy hiring process adversely affects the ability of ITS to acquire talent
necessary to deliver state-of-the-art technology solutions.

5.  The skills and structure needed to outsource techmcal work are not fully
available.

The structure and skills required to manage outsourced techn1cal work do not

fully exist at the Library. The framework required to support contract efforts and to

ensure that high-quality products are delivered must include many of the components
of a structured system engmeermg orgamzatlon that the Library currently lacks These

include:

e Proven, structured methods for capturing, managmg and commumcatlng
system and project requlrements ‘

o Clear, measurable quality standards against which deliverables can be |
assessed : ‘

"o Mechanisms to enforce project and technical integration across the
- organization and all contract efforts
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o Efficient, clear and consistent project control and reporting mechanisms
. Perforrnance metrics tied to the mission
 Concise development standards and guldelmes

| o Functlonally and techmcally knowledgeable staff

The Library has alréady: contracted out several efforts w1th m1xed results. For

| example, the Copyright Imaging System (CIS) was orlgmally developed using:

proprietary hardware and software from a'small vendor company. The proprietary |
nature of the platform made it difficult to integrate with other systems and restricted
the L1brary s ability to upgrade the system withoit callmg upon the original developer. -
CIS is in the process of being changed to resolve this issue. We also encountered several
descriptions of small systems built under contract in the PC environment that were not
adequately documented. When the individuals who built the systems were no longer
available, the Library was unable to maintain the systems properly In another instance,
the Library has not specified the use of engineering standards for the contractor
associated with CORDS and NDL (Corporanon for National Research Initiatives
(CNRYI)). Infrastructure requirements have not been modeled, nor have the
requlrements for mdeflmtely sustammg the NDL been spec1f1ed and budgeted

- 3.3. 3 Recommendatrons

~ There are a number of action items that the Library:could take to improve.its
technology infrastructure and processes should it decide to continue in the systems:
development business. More importantly, however, the Library needs to view
information technology as an integral component-of its mission. This issue will become -
even more critical if the Library assumes a collaborative information/knowledge broker
role as described in the Mission section. The Library’s ability to “make knowledge
available and useful to Congress.and to the American people and to provide leadership
in creating networks of institutions that enable the world’s resources to be shared” will
be predicated upon the successful nnplementatlon of emergmg mformahon technology
Specific recommendatlons include the followmg e

1.  The Library needs to place a greater strateglc focus on Informatlon
Resources Management (IRM). ‘

J The L1brary management must: f1rst adopt a strateglc IRM approach by
changmg how it views, collects, and uses information in order to achieve its
mission ob]ectlves As recommended earlier in the Mission section of this
report, the mission of the Library and the customers it supports must be
clearly defined and articulated, and this definition must be supported by both
Congress and the Library. This global approach should be reflected in a
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trateglc IRM plan that lays out the part technology will play in enablmg
‘mission goals g A : FRT - . ,

The Library should expand the focus of the ITS D1rector to include the

~ functions of a Chief Information Officer (CIO). The position must ‘be enabled

with the responsibility and authority to participate in the formation of the
mission strategy so that technology will more fully support the Library’s
needs. The CIO should be responsible for prov1d1ng the leadership and focus
for the information organization, for managing executive expectations, and
for developing and implementing the IT strategy. -Both the Smlthsoman
Institution,and the Patent & Trademark Office have assrgned a CIO to

,s:;manage mformatlon strategy and mformatlon assets

The lerary needs to 1ntegrate lts technology 1nfrastructure across the
organlzatlon R : S

) S

The L1brary should perform a structured conflguratlon aud1t of all ex1$t1ng
systems to establish an accurate configuration baseline. Once this is

completed, it should develop a plan.to transition to a target archltecture to .
suppeort its long-range goals. Finally, the. Library should establish. the
mechamsms to.control this arch1tecture and to keep it documented o

The lerary should develop detalled workable transmon plans for its legacy |
systems within the context of the target architecture. :

The Library needs to manage 1ts technology programs and pro] ects as
1nvestments Ll ‘ . ; , ; ,

‘The L1brary should estabhsh a process to prov1de management w1th

information on IRM program costs and performance. This will ensure that
information is available to make wise technology investment decisions. The

* University of California at Berkeley is an example of an organization that has

successfully taken a busmess approach to 1ts library operatlons

The lerary should dec1de whether to build new systems 1n-house or to
outsource future systems development

o Ifthe lerary dec1des to continue deve10pmg its own systems, it needs to

address shortfalls in its System Development Life Cycle processes because no

mshtutlonallzed system engmeermg framework currently ex13ts 3

g Add1t1onally, it needs to assess current skllls against needed skllls and
- implement a process to acquire missing skills through training or hiring.
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If the Library decides to outsource systems development, it should develop
 the framework and skills needed to ‘manage outsourced techmcal work
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4.0 HUMAN RESOURCES

The Human Resotirces Services Unit (HRS) at the L1brary of Congress supports
each of the other service units within the Library o hurhan resouirces functions,
including classification, pay and leave, staffing, recruitment, selection, Equal
Employment Opportunity (EEO)/dispute resolution, affirmative action, training, labor

relations, awards and incentives, promotions, and policy development. The Associate
Librarian for Human Resources reports d1rect1y to the Associate Librarian for Support

- Services and has 97 permanent employees in the unit. HRS is organized functionally,

with managers and team leaders d1rect1y responsible for each functional area. The
organization structure of HRS is shown in Exhibit 4-1.

EXHIBIT 4-1
HRS Organization Chart
OFFICE OF THE
ASSOCIATE
- LIBRARIAN FOR
HUMAN RESOURCES
1 - T
el e ey Diecort
Programs Office . Opportunity ~ of Personnel
.
‘ . ™ La M

Reports & Analysis EEO Complaints Office b°'£el;f‘:§:“‘e“‘
— Testing & Validation DisP“té:\:::l“ﬁm Employee Relaﬁop

Pay & P el

Targeted Recruitment a{n fon:;st(i)::
Employment Office
Classification & |

Position Management

Staff Training &
Development Office

Four of the service units of the Library outside of HRS have some staff dedicated
to human resources functions within their units as mdlcated in Exhibit 4-2 below. These
staff are the direct liaison to HRS.
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" EXHIBIT42 . .. |
Staff Dedicated to the HR Function Within the Serwce Umts

Service Unit | Number of Staff».D'edicated to.
HR Function
~ Library Services o 5
HOfvfiCe ot the Lib'ra'rian“ | | 1
Law. Libraiy 0 SRR HN,: ’ 1 ERRINE
Congressuonal Research Service. | ... . . .5
Copyrlght .' L 2

For the past 20 years, 1ssues have been ralsed internally and externally about the
L1brary s human resources. serv1ces, most notably by the Cook Class Action Suit filed in
February 1982. A detailed descnptlon of this case is provided.in the Compet1t1ve
Selection Process Case Study in Volume 2 of this report

, Begmnmg in the 19805, several L1brary studles focused at least in part on the
improvement of human resources services at the Library, mcludlng the followmg

- A study by Arthur Young & Company in 1988 offered. guldance and
recommendations for a performance appraisal model for senior management.

o In 1988, the Management and Planmng Comrmttee of the L1brary addressed
- .and made recommendations:for many human resources issues; mcludmg
equal employment opportunity and affirmative action, consultative
management, labor-management cooperation, staff development,
performance evaluatron, staff recogmtlon, mcentlve awards, adverse actlons,
and trammg Ll : » : u

. A study by Morrison Associates in 1992 examined the Library s overall
management framework with emphasis on the personnel processes that were
determined to be discriminatory in the Cook case. .

e InDecember 1992, an evaluation by Edmund Cooke, Jr., an attorney with
Epstein Becker & Green, P.C,, of the L1brary s personnel processes agamst the »
- requirements of the Cook court: rulmg : .

In addition to the: mternal recogmtlon that certain human resotirces problems
need attention, there has also been wide publicity about problems at the Library.
Recently, entities outside the Lrbrary, mcludmg Congress, the Federal Labor Relations
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4”‘Author1ty (FLRA), the press, and the courts, have contr1buted to th1s pub11c1ty in
response to employee complamts

Methodology

The focus of Booz Allen s study was to examine the human resources functlon at
the L1brary for ' : :

Impact of the Cook case on human resources and personnel management
Effectiveness of the ex1stmg trammg program il
Effectlveness of the labor—management relatlons program

Relatlonshlp between the L1brary s personnel pol1c1es aga1nst good
management principles

Extent to which personnel pract1ces, mcludmg adverse actlons, selectlon and
performance management are in compllance w1th EEOC 's Unzform Guzdelmes
for Selection Procedures ' o

In conducting the study, Booz Allen used several methodologlcal tools to gather

data, mcludmg

v

Focus groups

Structured interviews . a0 e
Process teviews LR R L Ty

‘Document rev1ews to include pohc1es, contracts, and statutes..

Durmg the course of the study of the human resources functlon of the Lrbrary,
Booz Allen completed L R N

Twenty-s1x focus groups w1th union members union' off1C1als lera
managers, Library employees, and Human Resources staff in order to obtain
employee attitudes and process information about the human resources

* services prov1ded at the L1brary

Booz-Allen planned several focus group meetings with-union officials and union members from each
union. CREA accepted our invitation to participate in both the union official and union members -
meetmgs Howeyer, AFSCME Local 2910 only part1c1pated in the union officials meeting. -

2 Union officials from CREA and AFSCME Local 2910 parhmpated 1n a focus group However, AFSCME
Local 2477 declined participation in the uniion officials focus group. '
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J Twenty—frve formal interviews with Library senior managers, union officials,
-service unit managers, other agencies, Office of Personnel Management -
‘ (OPM) offraals, FLRA, and L1brary counsel in order to mvestrgate attitudes
.. toward HR services,. p1npomt Key areas for m-depth study, request relevant
o documentat1on, estabhsh areas of concern to managers, and estabhsh contacts
for ongoing data requ1rements -

. Analy51s of data collected on top1cs such as vacancres, tenure, turnover, o
attrition rates, training course evaluations: andvattendance, labor relat1ons ; |
statlstlcs, adverse actlons, fltness for duty ex mmatlons, gnevances, and :
dlsputes T

Our fmdmgs and recommendatlons are orgamzed by top1c area 1nto the ‘
followmg five, SECthI'IS S , '

42  Competitive Selection Process. .

4.3 ‘-'Personr‘-iel‘Managémenti," o
« 44 HumanResourcesServmes D eployment | s
45 ” '.Training"’v' . " - L , o _

Booz: Allen is also conducting an employee satlsfactlon survey of all L1brary employees_.
'Ihe results of the survey will be reported in a separate document
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41  LABOR RELATIONS

The labor relations organization at the Library is composed of a Chief of Labor -
Relations, four labor relations specialists, and one secretary. 'The Chief of Labor
Relations is an attorney specializing in labor relations and was previously a labor
attorney for the Air Force. The labor relations specialists have diverse backgrounds —
one was a former union president and another was in acadeémia. The other two labor
relations specialists have 15 years of labor relations experience. The functions of the
Labor Relations Office are to 1) bargain for the Library, 2) investigate and issue
decisions on grievanices, 3) represent the Library in litigation, arbitration, and unfair
labor practice litigation, and 4) advise on all issues related to labor relations. =

Three unions represent workers at the Library: American Federation of State,
County and Municipal Employees (AFSCME) Local 2910, AFSCME Local 2477, and
Congressional Research Employees Association (CREA). Exhibit 4-3 shows the number
of employees represented by the unions and the number and percentage of employees
paying dues. ' ' ‘

EXHIBIT 4-3
Analysis of Bargaining Unit Employees as of November 22,1995

AFSCME Local 2910 | Professional
R -employees at Grades | - ..
9 through 15 (e.g.,
librarians, nurses,
and computer
programmers)

AFSCME Local 2477 | Nonprofessional - ‘ _
employees including 1454 293 ‘ 20%
the police force .

CREA Professional and ,
nonprofessional 587 354 60%
library employees of
CRS '

Each union has its own contract, which is standard in nature. However,
differences exist among the three contracts. For example, AFSCME Local 2910 has
negotiated fairly extensive participation rights in many aspects of the Library’s
employment policies. AFSCME Local 2910 has the right to have a'member on all
Library committees whose principal purpose is to consider personnel policies. The
CREA collective bargaining agreement appears to have a less legalistic relationship

~ between the union and the Library, although it is similar to those of AFSCME Local
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2910 and 2477 in the procedural protection for promotions, evaluations, and the like.
Despite these differences, the contracts are similar in many other areas.” -

Historically; the labor relations program has been a source of concern at the
Library, with former studies, congressional hearings, and publicity criticizing the labor-
management relations. The Management and Planning Committee (MAP) report -
issued in‘1988 initially outlined the problems that exist within the labor—management
program. ‘The report refetred to the absence of effective communication and trammg,
and the excessive reliance on rules and regulatrons, as well as a lack-of flexibility and -
cooperation. ‘Duting 1mt1a1 dlscuss1ons in late 1995 lerary off1c1als contlnued to voice

these concerns.

I response to the concerns outlined above, Booz-Allen conducted a review of the
labor relat1ons functlon at the lerary The ob]ectlves of our study were to :

e ﬁCharacterlze the relatlonshlp between labor and management and quantlfy
o the extent of the labor-relatlons problem '

e Determine and assess the length of time involved in bargammg and
) negotlatlon

e Evaluate the impact of the Federal Serv1ce Labor Management Relatlons
~ Statute on bargalmng and negotlatlon processes ‘ ' S

e Determme past and ongomg efforts to improve the labor-management
relationship at the Lrbrary

.. Determine the typical prdcess for ‘resolving‘ labor dispdtes a

e Determine Whether employees are adequately tramed regardmg the L1brary 5
labor-management relations program

o Identify opportunities to improve the Library's labor-management relations.
Our findings in relation to these objectives are described below. |

411 Labor Rel‘ations Findings

The Library's labor-management problems relate to lack of communication,
collective bargaining, general lack of training in the labor-relations program, and
general frustration with the labor-management relationship. Both labor and
management focus group participants also expressed frustration with the decision-
making process, problems with communication, and lack of trust on both sides.
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1. Temporary absence of a labor relations authority figure cloSed o
unions' line of: commumcatlon and- resulted* in.an 1ncreased
number-of grievances. . et 0 el

A dramatic increase occurred in the number of grievances filed against the
Library between FY 1992 (12 grievances)-and FY 1993 (89 grievances). During this time
period, the Associate Librarian for Management Services resigned. A major ; functlon of
this-position was for the incumbent to meet with.representatives. from the three unions
to address informal union complaints, permitting settlement before complaints reached

- the formal grievance process. ‘After the.departure of the Associate Librarian, the unions

no longer had.a channel through-which to settle complaints. informally. The vacancy of
the posmon further deteriorated communication problems at the Library. s vt

. Theposition of the Chief of Labor Relations was vacant from October 1993 to
Apnl 1995. Interviews with the FLRA indicated: that the number of cases filed with that
organization by the Library’s three unions during this 18-month perlod increased from
12 to over 70. The FLRA labor attorneys attribute this increase to.the vacancy+in the
labor relations position. As of February 1996, the number.of current FLRA cases filed
by the unions has decreased from 70 to 5, and the FLRA views the arrival of the Chief of

Labor Relatlons as a positive factor.

A review of the labor-relations programs of three other Federal : agenc1es, and
interviews with labor relations experts as well as with the FLRA, indicate that the
L1brary is not unique in the types of grlevances filed. Exhibit 4-4 shows the number of
grievances filed by the three Library unions from FY 1991 to FY 1995. Exhibit 4-5 shows
the types of grievances that have been filed over the past 5 Yyears. AFSCME Local 2477
has been more active than the other two unions in filing grievances. 'AFSCME Local
2910 and CREA do not have unusually high grievance rates. Based on our review of the

‘data, AFSCME Local 2477’s concerns are centered over basic employee rights (e.g.,
“harassment of an employee, supervisors allowing religious and racial jokes, employees

being required to visibly display their identification badges).
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... .. _EXHIBIT44 B
Grievances From FY91 to FY95 Library of Congress -

1992 2 1 1
1993 34 . 11... 2
1994 15 6 1 6
1995 ~ 14 g 3
5-Year Total 75 | 30 8 8

2. | Management and unions have different perceptions concerning

A Consultative Management (CM) Pilot, proposed in the Managementand = -
Planning Committee Report, was designed to provide Library staff with an opportunity -
to provide input into work-related issues. However, the pilot has not worked because .
the Library has not clearly defined its purpose and intent. This lack of clarity results in.
further breakdown of communication, as indicated by union officials and management. .

For example, line managers stated that the intent of CM is to keep everyone
informed rather than to reach consensus. The union officials indicated that whileCM ~ "~ ~
works in some areas, it is sometimes seen as management’s attempt to get arourid'the . =~ *
contract.” Union officials from CREA and Local 2910 indicate that CM is riot used on:
issues that management views as important. While the intent of CM is to get unions- =
involved early in the decision-making process, this is not typically done. The CM - '
approach cannot be successful unless the Library clearly defines the intent and purpose

of the CM program. "

* Agency refers to Library employees who are not represented by a union. -
* Joint grievances refers to two or more unions filing grievances together.

® CREA and AFSCME Local 2910 Union Officials Focus Group Summary, February 1996.
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EXHIBIT 4-5
Types of Grievances Unions
Have Filed From FY 1991 to FY 1995

Accountablity 0. ~0..
Arbitration .. . -0 4. 2
Bargalmng boundariés : 0 0 1
Continuous or frequent posting.of positions that have numerous incumbents and | 1 -0 0
frequent tumover : : v
[Details | 0 o [ 6
|Employee Assietence Program * R s 2
Employee relocations. .- ... 0. 0 i 1.,
Employeerights -~ . . .. | 0 5 25
Equal employment opportunity : 8 : -5 00 2
Expedited bargaining 0 0 2
Food services 0 3 0
Health and Safety 0 oh 5
Hours of duty 0 0 o
Leave T2 0 8
Library-union cooperation o ' 1 1 L4
Management,.rightst L o , , . Do AO_ . 0 ‘ 0
Merit employment _ . 6. : 13 9
Negotiated grievance procedure 1 1 o1
Overtime - 0 20 5
Parking 0 1 0
Performance evaluations . 0 11, T
Personnel files - 1 1. 5
Position classlficatxon i B 0 . 0.
Promotion review for positions in the promotlon ladder L 0. 4
Reassignments 0 < 3
Reduction in force 0 5 . 2
Reorganization 0 7 2
Training and career development 0 0 1
Union representation functions 0 1 0
Union rights ) 4 10 17
Use of official facilities and services 0 1 0
Within-grade determinations, quality increases, and incentive awards -1 0 0
Working conditions _ 0 ] 8
Subtotal ' 26 58 122
Miscellaneous ‘ 4 6 - 35"
Total _ K v 30 75 - 157
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Managers and other employees 1nd1cate lack of tralmng in labor
- relations. :

Data obtamed from focus groups w1th L1brary managers revealed that the
managers perceive managenal training in labor relations to be fragmented and poorly
sequenced.. In addition, there'is.no updated supervisory ) ‘manual for issues pertment to
management s relationship with the unions. Managers ] indicate. they are unaware of .

- union employees’ rlghts .As a result, managers may inadvertently violate: an

employee's rights causing the employee to file a grievance. Both managementand
union members indicate that they:lack training.on bargaining.and negotiation skills.
Lack of training for;managers results in confusion over determuung the negotlablhty of
bargaining issues. Lack of training for the unions leads to difficulty in selecting
members who are knowledgeable about the issues at hand as well as knowledgeable
about the bargarmng process. The:consequence:of the lack of training for both
managers and labor is delay in the bargammg and negotlatlon process

4y The Federal Servrce Labor-Management Statute llmlts the unlons -
g ablllty to negotlate critical areas of collective, bargaining causing
~unions and management to have different bargaining emphases.

The Federal Service. Labor-Management Relatlons Statute prescnbes labor— .
management relations rights and obhgat1ons of the L1brary and its three unions, The = .
Statute permits management to do the followmg w1thout bargalmng over substantlve .
1ssuesmthese areas: . ol o - i i g e e

e 'Determme orgamzatlonal aspects such as number of employees PR

e H1re, a551gn, dlrect layoff and retain employees in the agency or to
' suspend remove, reduce in grade or pay, or take other drsc1p11nary action”

e Ass1gn work and determme whether to contract work out o

. ‘Select appomtees for vacant posmons

In the Federal sector, bargammg does not generally cover critical areas pertammg
to wages, benefits, or other significant management decisions. ‘With respect to these
critical areas, Federal unions can negotiate the “procedures” that will be followed
regarding the above-listed critical areas. In addition, Federal employees are prohibited -
from striking as a means of supporting their contract demands. Rather, the Statute
establishes the Federal Service Impasses Panel (FSIP), wh1ch functions to help Federal
unions and agencres resolve Impasses: - ., .o

Because the Federal Service Labor-Management Relatlons Statute provrdes only
for 1mpact bargaining where management exercises a retained right, much bargaining
focuses on procedural issues. Although the Library unions are bargaining within'their
statutory r1ghts, they emphasize bargaining on procedural issues that management
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cons1ders ‘minor.’ Examples of issues that can be cons1dered minor 1nclude
bargaining over office equlpment and the size of an‘employee’s cubicle. In contrast,
management bargains over issues that.unions do not consider in their best interest (e. s
bargauung over employees wearing 1dent1f1cat10n badges)

" Thus, unions and management hold differént perceptlons of what bargammg

issues are considered 1mportant This drsagreement over the importance of bargammg :

issues leads to delays in the bargammg process and to poor relatrons between umons
and management , : g SR

5 Management and ‘uhion off1c1als share 51mllar views:onreasons: for
- delays in the bargamlng process but hold each other accountable
fordelays SRR S Wb sk e e g

Booz Allen: conducted separate focus. groups w1th hbrary managers and union -
officials knowledgeable of contract negotiation.® They were invited to discuss their
perceptlons of the bargaining and negotiation process mcludmg reasons for delays in
the process: " From the focus'group data, it appears that management-arid: unions share
similar perceptions of reasons for delays in the bargamlng process. Onereason is the
length of time to set groundrules. Management and unions both agreed that setting the
groundrules can be a lengthy process. The process should last only a week but usually
lasts many months.” A reason for delay is the d1ff1culty m coordmatmg schedules of
1nd1v1duals mvolved in the bargamlng team.” - -

Another reason for delays in the bargamlng process is due to the t1me mtervals
between bargaining meetings. Because bargaining team members have difficulty in
coordinating their schedules for bargaining meetings, union and management teams
may meet only a few hours each month. The time interval between meetings may last
as long as amonth. Asa result, the bargalnmg process digresses and may last for
months. The consequence of the delays is stagnation in the bargammg process, leading
to postponement in resolving bargaining issues. Management and union focus group
participants indicated that effective contract bargaining requiresa continuous flow of
ideas and discussions until a decision is reached.

Managers and union officials have different explanations for the scheduling
difficulty. -‘Managers said that union representatives claim they were not given enough
advance not1ce for bargammg even though managers said that they do give unions

¢ AFSCME 2477 umon ofﬁcrals declmed to part1c1pate in the focus group

7 AFSCME Local 2910 and management are presently conducting master bargammg negotlatlons
Managers reported that the groundrules phase of the bargaining process with AFSCME Local 2910 lasted
almost a year before actual bargammg began (June 1993 to February 1994). Actual bargaining -
commenced on June 1994. A major reason cited for the delay was the lengthy time intervals.(as long as
one month) between meetings. Currently, management and AFSCME Local 2910 have been in contract

bargaining for 2 years and.are at an impasse.
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suff1c1ent not1ce Un1on off1c1als, however, bel1eve that bargalmng isnota top priority
for managers. According to union officials, managers do not abide by the time frames
dictated in the contract or agreed upon in the groundrules in master contract
bargaining: In addition, union officials believe that managers ' will purposely delay
scheduling bargaining meetings and are not willing to meet more than a few hours a
month for bargaining purposes. Union officials also reported that management often
approaches the bargaining table without having developed a suitable management
plan. Asa result, management does ot have aclear focus of what it wants to.
accomphsh durmg contract bargalmng ' :

Managers also attnbute delays in the bargammg process to the umons ‘
Spec1f1cally, managers. reported that unions have little incentive to complete L
negotiations quickly. Therefore, accordmg to managers, it is to the 4 union’s advantage to
continue bargaining until it achieves all its goals. Management also reported that
unions do not prioritize issues brought to the bargammg table. As a result; the
bargaining teams waste time negotlatlng over issues management con31ders trivial. -

However management admlts to holdmg some respons1b111ty for delays in the
process. Managers report difficulty determining what is negotiable and what is not
because they find the Federal Service Labor-Management Relations Statute confusing.
Further time:delays also occur because managers must research issues to determine
their negot1ab111ty Managers indicate that the new Chief of Labor Relatlons has helped
greatly in this matter by prov1d1ng clarlflcatlon and guldance o e

In sum, management and umon off1c1als do have s1rmlar v1ewpomts regardmg
the reasons behind delays in the bargalnmg negotiation process, but they blame each( _
other for causing the delays. Although time frames are either dictated by the. union
contracts or agreed upon by both union and management the t1me frames are not o
strictly enforced which perpetuates the delays.

4,1.2 Labor Relatlons Recommendatlons

Labor—management relatlons canspana spectrum from constant confllct to
collaboration; however, most labor-management relatlonsh1ps fall between the two -
extremes. Often the history of an organization can cause labor and management to
institutionalize their disagreements, but development of an effective labor-management
relauonshlp can reduce these problems. From our findings, we determined that the
general major themes include a lack of communication, a lack of understanding of the
bargalmng and negotiations process, and a lack of trammg on the labor relations
program. These deficiencies result in a breakdown in communication between labor -
and management : and a lack of trust between the two'sides. In order to address the

Fany o0

4-12




. - o - Rttt — — '

Booz-Allen & I;Ianlilton
1. Develop systematic ways to 1ncrease communlcatlon between labor
and management ‘ *
‘To begin to 1mprove and foster effectlve labor—management relatlons, we
recommend that the Library utilize external facilitdtors to lead labor management
sessions, encourage communication, and effectively manage ‘conflict.. FLRA indicated
that facilitated- labor-management sessions are commonly used as a first step to

eliminate small issues that can welgh down an organization and to identify the major -
issues impacting labor relations.” Federal collective bargaining is process-onented by

- nature and facilitated sessions enable labor and management to see past the process and

set ground 1 rules for commumcatlon FLRA attorneys concur that while apparent
conflicts arise over pric ritres, both' management and the unions share a common belief
in the Library as a valuable institution. By bulldmg on this shared belief along with the
efforts of the Chief of Labor Relatlons, progress can be made concernlng ‘thelack of =~
commuinication at the L1brary These facilitated sessions would enable labor and ‘
management to put as1de tr1v1al dlfferences and get to the essence of the 1ssues

2 Identlfy a lerary unit to pilot srmpllfled bargarnlng terms and
thereby i 1mprove relatlons. o ‘

As a means for creatlng a breakthrough in' more effechve labor-management
relations, the L1brary ‘should select a relatively small and severable unit within the
larger bargaining unit, especially if that unit has a h1story of an unfavorable labor-
management relatlonshlp (which might get the union interested in participating). The
Library and the union could then negotiate a much sunphﬁed set of terms with stricter
adherence to time frames These guidelines would be apphcable to this group only.
The format would emphas1ze discussions, not paper. The pilot would have a definite
duratlon of less than an entire 3-year contract s0 that 1t could be properly reV1ewed

4 supervrsors, and managers covered under the pllOt Spec1f1c criteria would be |

identified to show demonstrable improvement (e.g., fewer grievances). If the pllot
succeeds, it would demonstrate to other parts of the lerary the benefit of workmg
differently.. This kind of program has led to improvements in other organizations but
only when both 31des recogmzed that the1r relationship was defective. ,

‘ 3. }‘ Rev1ta11ze the labor relatlons tralnlng program geared toward
: management - :

A focus of the trammg program should be to increase managers’ awareness of
individual union members’ rights as well as the rlghts and the demands of the unions.
The benefit of managers’ greater awareness of union issues is an increased level of trust
and open communication between management and union. In addition, training for
managers and union members focused on the contract negotiation process may
accelerate the negotiation process. Training for both managers and union members can
address the inadequacies uncovered in our study and potentially decrease the length of
time spent in negotiations.
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4.2 COMPETITIVE SELECT ION PROCESS

Reqmrements of the settlement of the Cook Class Actlon Su1t descrlbed in the
Competitive Selection Process Case Study (see Volume 2),include: .

. ,Changes in employment. polrcres at the lerary of Congress, mcludmg a
© ‘revision to the competltrve select10n process L L

acIEATS

o Promotlons (40) and reass1gnments (up to 10) for a number of the class
members v

. “ Monetary rehef to the class totahng $8 5 m1lhon, excluswe of attomey fees " :

B EEO workforce d1versrty, and unlawful stereotypmg trammg for lerary of n
" Congress superv1sorsﬁ SRRy I s . .

~e. The elimination of any divscriminatory non job-related criteria for
noncompetitive personnel actions.

As part of the settlement, the court reserves jurisdiction for 4 years to ensure

- compliance with the settlement. In addition, the Library is required to review the .

results of its employment decisiéns quarterly and to provide plaintiffs’ counsel with |
statistics demonstrating whether its selection procedures have resulted in disparate

~ impact on Afncan-Amerlcans

In l1ght of the Court s oplmon and settlement agreement the Office of the
Librarian and the Human Resources Service Unit has placed much emphasis on
establishing a new competitive selection process that is consistent with the Court's
requirements of compliance with the EEOC’s Uniform Guidelines for Selection Procedures.

Booz-Allen assessed the lerary s reV1sed competmve selectlon process with the

followmg ob]ectlves

T e Determme the length and reasonableness of t1me requ1red for selection of
- new employees, with reasonableness detemuned somewhat by customer

(manager) satlsfactlon

° Determme whether changes in the lurmg and promotlon procedures as a |
result of the Cook case address the inequalities that caused the settlement.

The fmdmgs, deta1led below, address the competmve selectlon process in relation to .
these objectives. o
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421 Competitive Selection Process Flndmgs S

_ Booz: Allen reviewed the competltlve select10n process (CSP) in relatlon to the ,
requirements of ‘the Cook Settlement and thie LImform Guidelifies and agairist good
management practice! The findings, presenited below, highlight our evaluation of the -
csp agamst those requlrements and standards :

e

:t. The lengthy competltlve selectlon process 1nh1b1ts the lerary’s
ability to recruit efficiently; however, at this tlme changes are
1mpeded by the Cook Settlement Agreement. - R I

The CSP developed prior to and made part of the Cook Settlement has been
described as lengthy and cumbersome by HRS. staff, Library staff and OPM.,Exhibit 4-6
shows the t1me requlred to f111 all vacancies posted between FY 1993 and FY 1995.

o R EXHIBIT 46 Rl
Time Requnred To F|II Vacancles Posted Between FY93 and FY95

FORADEEL - : 8 R
 MonthetoFilVacancies

T R

The ‘median number of calendar days to fill vacancies is 177 days.” Few vacancies
(6 percent) were filled between 1 and 3 months. Most of the vacancies (78 percent)
were filled within 4 to 9 months. Some vacancies (16 percent) were filled in 10 months
or more. An HRS staff member indicated that some positions.are  left open because of
an ongoing need (e.g., deck attendants); those vacancies were included in the data and
were not readily identifiable but are likely represented in'the 12 months and above
category. Additionally, the HRS staff member noted that different types of positions
take different amounts of time. For example, senior-level positions often take longer to
fill than more junior-level positions because recruitment is done over a broader area
(often nationally) and schedules of senior hiring officials and applicants are difficult to
arrange. Because the-vacancy- -data does not identify job type; the calculatlons cannot

- distinguish between the types of jobs.
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In comparing the L1brary s t1me to h1re to three selected agenc1es, the lerary
takes longer to h1re ‘Exhibit 4-7 highlights other agency eshmates of time to hire

employees.®

EXHIBIT 4-7
Length of Tlme to lee for Other Agencles

U.S. Government Printing Office
Natlonal Archives’ and Records Administration-|: -+ -

" National Aeronalitics and Space
Administration

| Participants in employee, sausfactlon focus groups relterated the cumbersome
and time consuming nature of the selectlon process The part1c1pants c1ted such e

problems ass

¢ Unreasonable times for hiring within the L1brary (over 18 months to4 years)
Managers and Administrative Officers noted that the process shotild take 120

days at a maximum

e A cumbersome ]ob analy31s process that is confusmg, lengthy, and dlfﬁcult to
~ understand ‘

o Lack of standardized recruitment plan

e Need for more training for those mvolved in the process (e. g sub)ect matter
expert (SME) panel training) ,

° Poor apphcant trackmg system

External factors and mechanics of the process also add to the delays such as

¢ Difficulty of scheduhng SME:s (internal and external to the Library) for job
analysrs and rating panels |

Use of only one selecting official per position to interview candidates, when
there are often many candidates to interview :

8The ”Improve Competitive Select:on Now!” task’ force surveyed three other agencres to detemune theu
estimates of t1me it takes to hire new’ staff : A o

®Job analyses provide the primary baS1s for defmmg the contents of a ]ob
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' Delay by contractors 1 in reportmg lOb analy51s results o

. Inefﬁc1ency of domg ]ob analysis for md1v1dual posmons or groups of
positions for each postmg ~

* Rating panel cut-offs (natural break) results in large number of interviews™
(e.g.,in FY 1995, an average of 61 interviews were conducted for
nonprofessional jobs in Copyright Services and an average of 23 interviews

“were cond 'ted for nonprofessmnal ]obs in Constltuent Serv1ces) :

;.jproblem wrthm the L1brary
J arge number of steps (over 30) w1th several hand-offs (see Exh1b1t 4-8)

Havmg a lengthy and cumbersome selectlon pl: ' fssp mh1b1ts the L1brary from
efficiently hiring qualified employees. In the long run, this inefficiency has and W1ll
have negative effects mcludmg

e _Potentlal loss of hlghly quahfled candldates to other ]obs
e Lack of trust in the system
. Added costs of contractors and mtemal staff time

. Inab111ty to handle changes to recruitment and selection requ1rements :
resulting from innovations in technology, changes to the Library mission, or
- sizable staff turnover. .

The fact that the CSP is a part of the Cook Settlement requires the L1brary to
perform the actions outlined in the Settlement Agreement Appendix B. The Library,
therefore, is limited in its ablllty to make adjustments or changes to the CSP. The
Library has taken initiatives to improve the process wrthm the hrmts of the Cook

- Settlement as described below.

1 The cut-off methods used for the rating panels (natural break or mid-point between highly qualified
and qualified) have been criticized by OPM. It has suggested a more standardized approach to cut-offs
(e-g., percentile, standard deviations from average, or quartiles). However, the cut-offs have been
negotiated with the Library’s unions and changmg the current methods would be difficult.’
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2. The Library is making progress in addressing problems with the
. competitive selection process"; however, it has no in-house -
selection expert to provide oversight of the changes and the overall
system. - | Lo '

The Library has initiated some hﬁprovement“strategiés;{o éddreés ”the‘length and
inefficiencies of the CSP. For example, the “Improve Competitive Selection Process

' Now!” task group (formed in 1995) outlined several of the aforementioned problems

surrounding the CSP and generated possible solutions to the problems in its report.”
The task force reCOmmerjdations addressed six key areas: R '

. ‘Planning—fbﬁnulaﬁng hiring plans, oﬁeratibnal strategies, ééééssmg

progress toward achieving agency goals

¢ Decentralization—decentralizing aspects of the process that do not sacrifice
legal defensibility to the service units '

o Resources—making the staffing function a higher priority with HRS and
reallocating staff to this function . e

e Technology—automating to reduée,op_efational inefficiencies and improve
communications - SR :

. Process—streamlihing the process by elimi_nating unnecessary steps "

o Development/Training—training the HR staff to lessen reliance on external
contractors. ' :

The task force generated an implementation plan that pdeided dates for each of

the recommendations to be initiated before the end of calendar year 1995. Conclusions -

cannot currently be made as to whether the changes have had an impact on the length -
or delays of the process because the changes were made late in 1995. Of the 26

- recommendations outlined in the implementation plan, 23 have been initiated or fully

vimpleme'nted. The 3 remaining recommendations and the status of their
implementation iniclude: -

11 The Cook Settlement Agreement requires that the Library adhere to the CSP as is described in
Appendix B of the Settlement Agreement. Any of the task force recommendations or other changes must
be evaluated and approved by the Office of General Counsel to ensure they do not violate the

requirements of the Cook Settlement Appendix B.
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. Requlre annual lunng plans be subm1tted by each serv1ce urut under
d1scuss1on w1thm HRS

e Collapse Level 2 and 3: Afﬁrmatrve Actron reviews and ehmmate
- comparisons:of applicant data against civilian labor force data:: under.
i dlscussmn because of 1ts potentral nnpact on the Settlement Agreement

o Ehrnmate the need for contractmg out some affrrmatrve actlon reviews: -
initiated through the h1r1ng of a full-tlme statrst1c1an, however, the lerary
N -fstrll uses contractors

: Another Lrbrary nut1at1ve to address CSP problems isa contract w1th OPM

.applymg the Microcomputer Assisted Rating System (MARS) process to Library- .

technician jobs. :‘MARS has many.components conceptually in.common with the:
procedure required in the Settlement Agreement. MARS is a computer-assisted x]ob
analysis'and rating'system that has been used by-a number of Federal agencies: OPM ;
and HRS staff have indicated that the MARS takes less tite (60 days to make 39 '
selections for the Library Technician (1411) series) than the existing procedure because

‘a) the job analysis segment is faster due to the use of generic ]ob analyses-and ‘the:

current position description, b) fewer panels need convening since subject:matter
experts are required only for the review of the task inventory and the interview stage,
and c) the computef® performs the ratmgs for both minimum quahfrca'aons and the
quahty-rankmg factors.’ : £ SRR

The Lrbrary has made other changes that should address the issues -
surrounding the CSP. In December 1995, HRS implemented the Posting:and -
Applicant Tracking System (PATS) aimed at remedying the applicant trackmg
problem Also, HRS'has contracted with the OPM to do job: analyses for entire.
serles w1tth the L1brary to speed up these analyses i HHD ~

' The L1brary s initiatives to make changes to the CSP seem to be targeted to _
correct the problem areas in the process, However, the Library does not havea .
selection expert dedicated to oversee the CSP and the changes being made to improve
it. We found that within HRS several offices and staff are involved in different aspects
of the process, but no one person is fully responsible for the system and its
implementation, or for improvements to it. Without thls expertise, this process could be

implemented mcorrectly
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3. The Library of Congress is in compllance with the requlrements of
~ the Cook Settlement Agreement and the Umform Guzdelmes.

The Library currently does not have to 1mplement all the requlrements outlined
in the Settlement Agreement because certain requirements are pending final Court
Approval® (see Exhibit 4-9).and must await the disposition of five appeals to the
Settlement Agreement. Only those requirements contained within the Settlement
Agreement that were contingent upon Prehmlnary Court Approval13 (August 2, 1994)
must be nnplemented at this t1me R ER

In accordance w1th the Settlement Agreement the L1brary has developed Human
Resource Directives and has revised its competitive selection process, which was
incorporated as Appendix B.of the Settlement Agreement. In-addition; it has prov1ded
training to panel members, Human Resource personnel, and selecting; officials on the
competitive selection process and its core'elements. OPM has been contracted to
perform the disparate impact review; however, it has not begun pending Final Court
Approval. And finally, documentation as outlined on the Settlement Agreement is.
being maintained within the PATS (which was started in December 1995) in the -
Personnel Office for the competitive selection process and within the Personnel and
Payroll Database through the U.S. Department of Agnculture sN ahonal Fmance Center
(NFC) for the noncompetmve promotlon mformatlon T S w e

The L1brary s compet1t1ve selectlon wntten pohcy is con51stent w1th the LInzform
Guidelines. The Library has written policy describing each of the steps in the CSP. A
written standard operating procedure for conducting job analyses is in existence. There
is a general understanding that the competitive selection procedures. must be based on
job analysis and job analysis results linked to selection requirements. OPM reviewed .
the written competitive selection procedures and concluded that if the written pohcy
and procedures were implemented as' spec1f1ed on paper, the Library would be in-
compliance with the Uniform Guidelines. OPM also noted that implementation of the
selection procedures ultimately determines compliance with the Uniform Guidelines. By
interviewing Human Resources specialists'to determine the procedures they follow and
by comparing their responses to pohcy requlrements, Booz Allen determined that

practlce meets pohcy

2 Final Court Approval is defined within the Settlement Agreement as “the date following the conduct of
a Fairness Hearing and approval of this Agreement by the Court (signed by Judge Johnson September 22,
1995), on which any and all appeals from any objections to the Agreement have been dismissed, a final -
appellate decision upholding approval has been rendered, or the time for taking an appeal has expired
without an appeal having been taken.

13 Preliminary Court Approval is defined in.the Settlement Agreement as the date, following submission
of the Agreement to the Court by the parties but prior to the conduct of a Fairness Hearing, on which the

Court grants initial approval of the Agreement.
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Ftewew of the Components of the Settlement Agreement

H

EXHIBIT 4-9

Competitives'elyection process changes

| upon Preliminary Court Approva_l

-8/204 "

Implemented

Analysis of disp'arate impact of competitive
selection process

Upon.Final Court Approval Start date
unknown atthistime =~

Ensuring all nortcompetitive personnel actions
are job related

x

Upon Final Court Approval - Start: date :

) __unknown at thrs tlme

Provrdlng trarmng to all managers on EEO;

| changes to the .competitive selection process

and noncompetitive personnel actrons, :
dwersrty, and unlawful stereotyplng

. Upon Final Court Approval “Start date

unknown at this time

-'640:managers were

|| trained.on: Bwersrty
‘awareness - -was

?f‘rncluded as part of the

Lrbrary’ “Dwersrty

! Management Plan.”

Providing to all persons involved in the
competitive selection process (Human
Resources, panels, and selecting officials)
training on the competitive selection process
and the needfor job-related promoting of

~| diversity prior to participation

Upon ‘Preliminar’y Court Approval - 8/2/94 '

. lmple‘mented h '

Meet with management no less than 2 times
';per year (class members, counsel, and-Library)

Upon Final Court Approval - Start dats ~
unknown.at this time -- applicable for 4 years.

Lrbrary management shall maintain and make
- available to-Plaintiffs’ Counsel quarterly.reports.

and Administrative positions

-for competitive selection process - Professional

“Upon 'Preliminary Court Approvat - 8/2/94 e

I tnformatlon being-

‘maintained; reporting
requrrement not
appllcable until 90 days

_ after Final Court
Approval. .

“Library management shall maintain and make
available to Plaintiffs’ Counsel quarterly reports
for Promotions under the noncompetmve
selection system

~Upon Prel_iminary Court Approval - 8/2/94

Information being
maintained; reporting
requirement not
applicable until 90 days
after Final Court
Approval,

Plalntlff class wrll recelve $8 5 mllllon

‘ Upon Flnal Court Approval - Start date
unknown at this time

Library shall- promote 40 class members :

Effectlve wrthm 90 days of Final Court Approval

- - Start date unknown at thls trme

Library shall reassrgn up to 10 class members -

| ! unknown at thls tr

‘Upon Fmal Court -Approval - Start date
en ‘,., v/“«A;‘

OPM shall conduct a dlsparate impact review
of the competitive selection process on African-
Americans for professional and administrative
positions

Upon Final Court Approval - Start date
unknown at this time. -

The Agreement will exprre within 4 years.

Upon Final Court Approval - Unknown at this

time
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P

the agreement

Requirement . 'EffectiveDate “"Current Status
The Library shall disseminate a noticeto - .+ _Within‘sc),;dé.ys“_Aﬂe_r Preliminary Court . Implemented
 potential Class Members of their rights under | Approval - 8/2/94 ‘ :
this agreement S , S
| Praintifts' Counsel (after consultation with | Withini 30 days after Preliminary Court Implemented
.Class.Members) shall appoint a Plaintifis’ | Approval - 8/2/94 o o
. Committee of up to 13 members who by simple | T
majority shall decide all issues of class . . =
- membership and allocation or distribution of
| the:relief-provided in this Settlement
Agreement. . = .
All plaintiffs’ decisions shall be subjecttoa | Upon Preliminary Court Approval - 8/2/94 | implemented
| Faimess Hearing R PR I
All attached appendixes are considered part of | Upon Preliminary Court Approval - 8/2/94  *'| Implemenited -

| 30 days notice to.be provided to the Library of
| time.

any alleged violations of the terms of the .
Agreement - -

Upon Final Court Approval - Unknown at this

The Agreement will satisfy all conditions of the
Class Action

Upon Final Court Apprpv'al'?Unknown at‘this i

No retaliation méy be taken against any Class
Member because of participation in this
litigation )

time

Upon Final Court Approvai‘- Unkndwnat» this

Plaintiffs’ Counsel may designate expert
consultants to assist in policy review '

1 time

Upon Final Court .Approval - Unknown at this

Library shall pay the Plaintiffs’ Counsel up to
$15,000 in expenses per year

Upon Final Court Approval - Unkhown at this
time s

Library will pay attorney fees

Upon Final Court Approval - Unknown at this

Library personnel indicated that content validation was chosen as the Library’s
method for validation of the CSP. Therefore, in addition to the requirements of the
Settlement Agreement, the Uniform Guidelines require that the Library maintain content
validity documentation, which should include: employer location and date, purpose of
the validity study, job analysis content and method, description of the selection .
procedure, relationship between selection procedure and the job, alternative procedures
investigated, how procedure will be applied /used, steps taken to maintain accuracy
and completeness, and a contact person for more information about the study. The

- Library maintains this documentation (e.g., copy of position description, copy of

Affirmative Action recruitment plan, copies of all correspondence) in accordance with -

the Uniform Guidelines.
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'Lack of methodological soundness in existin‘g'Library studles
‘makes it impossible to determine if there is adverse impactin
lerary employment decrslons :

The Affirmative Action and Special Programs Office (AASPO) has conducted
several studies on whether there are gender, race, or national origin (RNO) differences
(known as adverse impact) in terms of library’ employment procedures. AASPO
provided two studies (which were conducted in June 1993-and May 1994) that .

investigated whether adverse impatt existed'with four types of awards.: The frrst

covered the period from July 1, 1990 to October 6, 1991; the second covered:the penod
from Iuly 1, 1990 to June 30, 1993. Both studies compared protected groups in terms of
percentage selectrons for each award'and: medlans for award It is not possible
to concliide the presence of adverse impact i the L1brary awatds system based on these
studies for two reasons. The studies did not compute statistics testing the significance
or probab1hty of the observed d1fferences They also did not look at the potent1al
impact of extraneous variables on awards. Number and amount of awards are ‘
frequently correlated with other variables such as type of job, grade level, and
organizational 1 umt a conclusron of adverse unpact requlres accountmg for these ;

vanables

“Two studres by the same d1v1smn mvestlgated the adverse unpact of the CSP
These studies also‘have methodologrcal shortcomings. They attempted to determine if
there were differential rates of selection at three points in the CSPacross multiple = -

~ vacancy announcements. The studies applied the four-fifths rule® and cited the Cook

Settlement Agreement as to the appropriateness of this application. In reality, the
Settlement Agreement states that after the four-fifths rule-has been applied, a Mulhple
Pools Statrstlcal Analys1s must be- done in order to draw accurate conclusrons =

If the Lrbrary does not ensure that accurate analyses of adverse unpact are
performed, it is in jeopardy of not complying with the Cook Settlement Agreement.
Addltlonally, the Library will not be able to adequately monitor the success of its hiring
practice in meeting Affirmative Action and diversity goals. The PATS, recently
installed in December 1995 collects data on the race and gender of apphcants for each

¥ The 4/5ths rule is used as‘an indicator of the disparate treatment/impact of a selection test. If the
selection ratio of any group is less than 80% (4/5ths) of the selection ratio of the highest selected group, -
that selection procedure is considered to have disparate treatment/impact. For example, i if the selection
ratio for whites is 75% and the selection ratio for African-Americans is 50% - 50%/ 75%—67% wh1ch is
less than 80%. ‘Therefore, the test is considered to have dlsparate treatment /i 1mpact ‘

15 The Multiple Pools Statistical Analysis is cntrcal in drawing conclusions about adverse impact. A

multiple pools statistical analysis is one which considers a sample of selections as a senes of successive
groups that may have a changmg composition over time.
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competmve selection vacancy announcement in terms of number of apphcants number
of qualified applicants, number of better qualified applicants, number interviewed, and
number selected. This database will fac111tate conductmg adverse nnpact analyses in-

the future.

422 Competltlve Selectron Process Recommendatlons

In our assessment the CSP and its unplementatmn has room for unprovement
Our recommendations focus on improvements that will enhance the existing CSP and
will place the lerary ina better posmon for the future when the Cook Settlement

,penodlsover 5 L i

The lerary should contmue 1mp1ement1ng its many competltlve B
selection initiatives and should place an employee selectlon expert o
~inan oversrght role. - . . B , '

The L1brary needs to place an expert w1th appropnate credentlals in an overs1ght
role of the CSP either as an employee or through a contract vehicle. As OPMnoted,
unplementatlon is the key to compliance with the Uniform Guidelines. This expert could
give direction to the process and ensure correct implementation of the job analysrs
procedures, rating panels, and interview process. The expert also could assist in
demonstrating the similarities between MARS and the procedure outlined in the
settlement agreement from different perspectives to help obtain approval of more.
generalized application. Improvements to the. system could also be adequately
monitored by a selection expert. : o . e

In addltlon, the L1brary should posmon itself now for when the Cook Settlement
Agreement time penod is over by continuing to follow up on recommendations for
improvements in various studies/initiatives. The existing CSP could have major -
improvements once the Settlement requirements are no longer applicable. Use of this
expert to plan for changes and to set up an innovative process v would pos1t10n the
Library well for the future \ L :

2. The Library needs to obtain the appropnate statlstlcal expertlse to
~ determine if there is adverse impact in its employment decisions.

Determining adverse impact is complex. The Library needs to obtain an
appropriately trained person to perform or review all analyses of adverse impact and

* other personnel analyses. Based on shortcomings of the studies we evaluated, we

believe the Library does not demonstrate adequate skills to perform these analyses. A
qualified person understands statistics and workforce demography, and how adverse
impact has been analyzed in court cases. This person should be familiar with issues
related to the multiple pool versus the single pool-issue and the variety of statistical
procedures available. The Library should also evaluate the adequacy of the outstanding

contracts that are mvestrgatmg adverse unpact
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43 PERSONNEL MANAGEMENT

‘In assessmg the human resources functlon at the lerary, we revrewed several

‘processes to determine if policies and procedures reflect good management practices.

Spec1f1c focus was placed on the followmg objectives:

e Determme employee satlsfactlon w1th human resources services and
- employee perceptlons of management : ;

. Evaluate the L1brary s use of frtness for duty exammatrons

e “Determme the typlcal avenues used by employees and managers for
o complalnts and adverse actlons ‘ :

. ~Evaluate performance management at the lerary and equltabrhty of Ll
. personnel actlons |

We have developed the followmg fmdmgs in relatlon to these ob]ectlves

4.3. 1 Personnel Management Fmdmgs

Several 1mprovements are needed in the: L1brary s personnel functlons In
general the Library has not given sufficient attention to workforce planning and polrcy
maintenance, and employees reflect negatlve views of HRS personnel services. Each of
these 1ssues is explamed in detall below : : :

T 1 . Lack of attentlon to a statrc and aglng workforce may result in the :
-“loss of crucial 1ntellectual capltal upon whlch the lerary depends
for its effectlveness. SRS I :

Employees at the Lrbrary have an average service there of 16 4 years and an. .
average of 17.9 years of Federal service. In addition, the average age of the Workforce ,
is 46.4 years. Because of the workforce’s longevity, the Library’s major processes are .
heavily dependent upon deep, long-term intellectual capital resident in its current staff.
The Library is nearing a time when it could lose a 51gm.f1cant portion of its staffto. =~
retirement. The workforce that has been characterized by stability and long tenure i is
now significantly older. Estimates as of December 1995 indicate that approximately
one-third of the Library workforce is eligible for optional or voluntary early
retirement.”® Estimates for CRS are that by the year 2005, 50 percent of the workforce
will be eligible for retirement, and by 2010 more than 70 percent will be eligible.” -

16«1, C Employees Eligible for Optional or Early Out as of December 31, 1995,” provided by the Human
Resources Service Unit. Booz-Allen calculated approximately 32 percent eligibility based on optional
and voluntary early retirement and workforce of approximately 4,700, statement of James H. Billington,
the Librarian of Congress, before the Subcommittee of Legislative Appropriations, Committee on
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The long tenure of the workforce is both a strength and a weakness For ,
example, the legacy systems (e.g., Multi-Use MARC System) have been around for20
years or more and require knowledge of how records are created and in-depth
knowledge of the cataloging process itself in order to miake changes. Theccurrent
employees are very knowledgeable of the legacy systems, particularly with the:complex
code that has evolved over the many years of system service, but new employees will -
have difficulty learning those complexities because documentation of the systems is not
up to date. In addition, people who were hired in the 1970s are experts in mainframes,
which allowed for the separation and specification of individual skills. However, in
today’s Internet env1ronment d1fferent skllls are needed

This problem is further exemphfled in relatlonshlp to the lerary s core
processes. The core processes require significant specialized skills because of the
variations of media, languages, and sources of the Library’s materials. ‘Each variation
requires a separate and distinct set of skills. For example, the Library processes
collections in more than 400 languages and maintains staff with those language skills.
These skills will be difficult to replace because of their spec1ahzed nature, decreasmg
~ applicant pools (particularly in forelgn languages), and the decreasmg budget avallable
to hire new employees. s v v

Another example is CRS, which houses a pool.of experts on legislative matters,
mcludmg legislative context and institutional memory of congress1ona1 precedent and
experience. Loss of expertise will have a negatlve 1mpact on: .the services to Congress
and on the mtellectual capital of the L1brary ot Ty \ ‘

The Human Resources functlon at the lerary also has some s1gmf1cant issues.
that will 1mpede the Library’s ability to maintain its intellectual capital. Coordinated
training is not yet in place. The Human Resources personnel and processes are not
equipped to handle changes to recruitment, training, or selection requlrements that may
result from innovations in technology, changes to the Library mission, or sizable staff
turnover. The Human Resources services unit is also not able to strategically plan for
workload and staffing requirements because of its poor coordination with, and lack of
respect among, the Library service units. Ongoing problems in communications
between managers and the unions inhibit their ability to plan together for future -
directions of the Library. And finally, the individual personnel functions, particularly
the CSP and training functions, inhibit the Library’s ab111ty to bring on riew staff.
members and get them tramed qu1ck1y ThJS situation is ev1denced by the fact that it

Appropnahons, U.S. House of Representatives, Fiscal 1997 Budget Request March 5, 1996 states that 27
percent of the workforce will be eligible for retirement in 2000. -

7 Statement of Daniel Mulhollan, Director, Congresswnal Research Service, before the Subcommittee on
Legislative Appropriations, Committee on Appropnatxons, U S. House of Representatives, Fiscal 1997
Budget Request, ‘March 5, 1996. : : ‘
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takes members 5 to 6 months on average to recruit and hire new employees and that
training is not offered regularly. Failure to plan attrition and skills maintenance will
inhibit the Library’s ability to maintain the intellectual skills required for its mission in

the future

2. The lerary has not completed 1n1t1at1ves to update 1ts personnel
' policies and regulatlons el : . i

- In 1992, a Library task force undertook a deta1led review of personnel regulations .
“to ensure that they are fair and equitable:” Of the 157 Library of Congress Regulations
(LCRs) dealing with Personnel (some of which were originally issued in the 1960s and
1970s), 96 were:part of the review. The task force found that regulations needed
updating for many reasons, including removal of dated language, ellmmatlon of

content no longer reflecting current policy or practice, addition of content to increase

the clarity of procedures, alteration to eliminate divisive policy or practlces, and
updatmg to reﬂect current orgamzahonal structure

“In the fall of 1995 the regulatrons were updated Based on our reV1ew of the
regulations, little evidence exists that significant changes to regulatlons have been made

to address the recommendations of the task force. .

- The-task force also noted the need to clarify the relatlonshlp between the
d1fferent types of guiding documentatlon, such as Human Resources Directives, LCRs
Policy Memeoranda, and Collective Bargaining Agreements Havmg multiple outdated
sources of guidance can be confusmg to. employees and may result in mlsapphcatlon of
personnel policies and regulations. : : o o

3_. No standard apphcatlon of the performance appralsal system is in
place across the Lrbrary :

No centrallzed control of, or standards for, the performance appra1sal system are
in place; appraisal of performance depends on the activities of the individual service
units. According to HRS staff, oversight of the performance appraisal system is
assigned to the Directorate of Personnel. However, we could not identify anyone in the
Directorate with this responsibility. A lack of certainty exists among Human Resources
staff members about where the function resides. Multiple sources said that the person
with the responsibility left the Library and no one new has been as31gned the '
responsibility. Performance appraisal regulations cite an office that no longer exists as
providing administrative oversight to the system. Additionally, no tracklng system
within HRS is available to determine how many people received ratings in any given

VEAr. . e e
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~ Focus group participants noted that:
_e Many do not receive reg_ular appraisals
o Ratmgs are often meanmgless

o Those who have topped off in the1r grade feel that the performance appraisal
prov1des httle mcentlve ‘

& . ‘Much sub]ectlv1ty exrsts m the system

¢ Some managers are not w1111ng to glve outstandmg ratmgs because of
: ;paperworkmvolved - o

. ?'Managers are not held accountable for domg performance appra1sals

- Managers specifically noted that itis d1ff1cult and time consummg to admlmster
the performance appraisal system. Managers are given little guidance on howto
perform appraisals and the Library has not prov1ded systematlc trammg on the
performance appraisal system to supervxsors CERR

The need for appraisal system’ unprovement is a recurring theme in previous
Library studies and task forces. The issues surrounding performance appralsals have
been studied in both the Management and Planning Committee in 1988 and in'the: -

Arthur Young study in 1988. These reports cited numerous problems with the system,

including lack of clear performance standards and the absence of career development
and advancement dlscuss1ons durmg performance reviews.

4. lerary Position Classification and Management Offlce performs a
number of essential activities but tlmelmess and control over
: outcomes are concems

Posmon classﬁlcatlon across the Federal Government has recelved decreasmg
empbhasis over the last 10 years. The Library’s position classification activities reflect
this trend; the number of classifiers in the Position Classification and Management
Office has decreased from 14 to 6 since- 1982 Offlce personnel do prov1de a number of

essential services mcludmg

. "Certlfymg pos1t10ns as part of the competltlve selection system

e Reviewing position descriptions and conductmg desk audits to determme a’
position’s classﬁlcatlon or to ascertain if it should be reclassified

e Counseling managers and supervisors on classification procedures.
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The Office does not perform the maintenance reviews and surveys specified in
position classification regtilations necessary to ensure that all Library position
descriptions are accurate. According to HR personnel staff, a general belief is held that
position descriptions need increased mamtenance to keep them up. to date

Library employees can request posmon reclassﬁlcanons and can, 1f necessary, |
appeal the results. Participants in focus groups who have had positions reclassified are

* satisfied with the results, but they complam about the time required. Employees

seeking reclassification cite that it has taken from 6 months to 1 year to reclassify a
position. In the classification process the Chief of Classification assigns expected

| completion dates that are on average 2 weeks from assignment. Staff within the

Classification Office indicated that the delays are predominantly explained by _

:+ workload, staffing, and scheduling- problems Addltlonally, if the classification dec131on
- is appealed, the process can be’ delayed , ,

Staff of the Office ¢ express dlssa’asfactlon because they cannot control the posmon

 classification system to the extent they believe professional classification requirements '

dictate. Staff members frequently feel forced to accept classification decisions made by

~ consultants hired by the service units. Library regulations state that reorganization

packages, which are reviewed by the classification specialists for their impact on job

~ descriptions and job classifications, should be developed with the Office’s involvement,

but instead the Office receives the packages after they are developed when the office
staff cannot adequately assess the impact on job descriptions and classifications. Staff
believe a decision is needed about whether certain classification- and position
management act1v1t1es belong in Human Resources or within the service units.

5. The use of fitness for diity examlnahons at the berary has led to
criticism and mistrust. :

The use of f1tness-for-duty exammatlons (1mt1ally outlined in LCR 2018-2) by the
Library has been widely criticized. Despite the fact that Congress curtailed the use of

'ﬁtness-for-duty examinations in the Executive Branch agencies in the 1980s, the L1brary s

policy and use of the examinations continued until 1995. Unions and employees made
allegatlons about misuse of the examinations to handle problem employees. However,
after examining the numbers of referrals made and the results of the referrals, there is
little indication of any skewed distribution of referrals. Exhibit 4-10 shows the

. distribution of referrals for examinations that occurred from FY 1991 to FY 1995.

8 Fitness-for-duty examinations include both medical and psychological examinations to determine cause
for performance and/or behavioral problems on the job. Determinations from the examinations include
fit, not fit, fit/conditional or unfit/conditional. In both the fit/conditional and unfit/conditional
determinations, the Library decides whether accommodations can be made on the job to allow the

employee to continue to work.
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EXHIBIT 4-10

Fltness for Duty Exammatlons, FY 1991 1 995 3 ;

Conducted

28

Examinations Conducted/Not Conducted
e R Not conducted based on assessment. 16 ' -
of. medical records. - .- .
Not conducted based on other actlons 13
 Refused = 5 B
No ‘action taken B “5_'
" ‘Enforced leave & B -
Removed ‘ ;,‘1:, T L
C g e : Requesnwuthdrawn e -
| Types of Examinations PsychologrcaVSubstance Abuse 7
| ‘ Medical/Substance Abuse . - -3
Psychological C 24
.| Medical/Psychological .. 6
o | Medical . .. . 17
Service Units . |. Collections Services 24
_Constituent Services 22
- Copyright ¢ Office 1
_ Congressronal Research Servuce 6
. .| Cultural Affairs o
| Law| lerary ' 1
~ | Office of the Librarian 2

Managers Requesting Examination

| 8 managers requested
“41 managers requested

_ 2exam|nat|ons
" 1‘examination

Grade Wage Grade and Other Pay Plans -8 .
GS1-4 - 3
GS-5-8 28
'GS 9-12, 10
GS 13-15 8
Race American Indian 1
.Asian. -1
Black 28
: ‘| White 27
Gender - | Female .25
. Male 32
Union CREA 5
AFSCME 2910 10
AFSCME 2477 36
Non-bargaining 6
Determinations of Exams Done Fit 2
‘ Unfit/Conditional or Ft/Conditional 16 -
Unfit o 3
No Determination (Medical. Records 2

Not Released)
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Of the 57 examinations requested only 28‘ were: conducted with the remaining 29
requests either not conducted because existing medical records could be used to make a
fitness determination (16) or because of other employee or Library actions (5 employees
refused the examinations, 5 employees had no action taken, 1 employee was placed on
enforced leave, 1 employee was removed, and 1 supervrsor W1thdrew the request).

Based on.our. dlscuss1ons w1th the Medlcal Offlcer and our:review of the data
provided, there do not appear to be any.trends, md1cat1ng potent1al misuse or bias in the
use of the referral process.’ Allegations that certain supervisors abused the use of the
FFDs are not:substantiated. Only eight managers in the Library requested more than
one examination over the four fiscal years, and there is no indication that any one
service unit is responsible for the bulk of the referrals. In fact, While both:Collections
Services and Constituent Services had the most referrals (24 and 22 respectively), they
also have the most employees in the Library. In add1t10n, inFY 1995 9 white
employees were referred and 4 African-American employees were referred, which
represent only .004 percent and .002 percent of the Library populations of white and
referred in FY 1995 represent .004 and .002 percent of the males and females at the
Library respectively. Given that not even 1 percent of any of the groups was referred
for exams, there is no indication of bias toward any group.

' African-American employees in FY 1995, respectively. The 8 males and 6 females

, Exhlbrt 4-11 summarizes the actions taken by the L1brary as a result of, or in
con]unctron with, the examinations or referrals.” In 18 cases where either examinations
were done or medical records were used to make a conditional determination,
accommodations were made for the employees to be able to maintain their jobs. In only
three cases were employees found to be unfit without conditions, and in all three cases
the Library worked to have them leave on dlsabrhty or ret1rement Fourteen of the 57
referrals resulted in adverse actions. - "
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EXHIBIT 4-11 '
lerary of Congress Actlons on Referrals" FY. 1991 -1995 . - -

| Job modifications made* "+ ¢ R -

| Resolution agreements ~~ ~ " " f3

‘| Employee detailed to another job .,

: '"?‘fEmponee ‘placed on forced: leave/LWOP

| Employee refused examlnatlon !

‘ -Removed (3)
s “--Downgraded (1) ,

vt --Voluntary ret:rement/reasmgnment (1) ey

None T I ke

v

On November 3, 1995 the pohcy for nonbargammg umt staff was changed to
reflect the general executlve branch pohcy, mcludlng .

Much more hrmted basis for ‘d1rected examlnatlons CT

Ifa manager needs medlcal ev1dence in order to make a personnel deC1s1on, |
: the Library may offer an exammatlon to an employee I :

,,.

v ), .Unless the L1brary offers an exammatlon, it wrll be the employee s

responsibility to provide medical evidence demonstratlng a medical or.
psychological 1mpa1rment to explain any 1 noted performance defmenmes or

‘misconduct

There is no provision for a representative for the employee during the process

Under circumstances where the Library may direct a medical examination
(which does not disclose any medical reason to explain the behav1or), thena
psychiatric examination may be directed

The procedure elunmates the opportunity for an employee to proVide an
alternative list of doctors.

1 Total number of actions is 56 because one referral was withdrawn by the manager.

2 Only two of the persons detailed to other jobs also had accommodations made.
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A similar policy ¢hange is’ bemg negohated with the bargaining units. Until an

agreement is reached with the unions on the new policy, there is a moratorlum on the

use of mandatory f1tness-for-duty exammanons

,  This change in: pohcy reﬂects what 1s typ1cal of other government and pnvate
sector agenc1es However, despite t the pohcy change, potential exists for continued
mistrust of the f1tness-for-duty examination process because of its link to managers at
the L1brary ‘While:the: pohcy change will probably reduce the criticism, the level of
mistrust in the progess is likely to remain unless the L1brary disconnects the employee
assistance program from the Lrbrary management and superv1sory structure

6, " :*Focus; group part1c1pants view the L1brary asa professronally /
. rewarding place to'work but have mlxed v1ews concemmg human :
- resources’ serv1ce R : G

Focus group part1c1pants noted several posmve aspects of the1r ]obs Spec1f1c
examples of why the L1brary isa profess1onally rewardmg place to work include:

e Dream ]ob for. 11branans - : -
e Unique jobs that would not be found at any other place of employment
e Useof language backgrounds . e v : -
U Famﬂy atmosphere due to'the tenure of the staff _
e Prestige of. prov1dl 3g“serv1ces to scholars, congresspersons, and authors ;‘
* Several opportumtles to leam :

However, focus' group parnc1pants also d1scussed several issues/ negatlve perceptlons
with HR services. Their perceptions are promulgated by several factors. Human
Resources has been reorgamzed several times in the recent past; mcludmg organizing
into a team approach in 1990 and back toa functronal organ1zat10n in1995. In addltlon,

Turnover of HRS staff hds been quite low For example, of the 97 total employees
within HRS, five employees left HRS, and three people were hired in the past year. This
turnover mirrors the traditional attrition rates of 3 to 3.5 percent in the Library. Low
turnover and lack of training within HRS suggests that little new expertise has been
infused into the HRS workforce. The reorgamzatlons and changes in management have
likely been an influence on the fragmented service that has been prowded to the service
units. A final factor which has influenced the perception of the service provided to the

. Library staff is that HRS has historically been perceived asa low priority of the

L1brar1an and management asa whole

The perceptions and themes expressed by multlple part1c1pants in multlple
employee satisfaction focus groups are described in Exhibit 4-12 below. The Employee
Satisfaction survey that Booz-Allen & Hamilton is distributing and analyzing should
help quantify these perceptions and provide further ev1dence of the attltudes of Library

employees.
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EXHIBIT 4-12

Employee Perceptlons of HRS Offlces

<

. Process for reclassrflcatlons is: Iengthy (from 6 months to 1
. ‘,year) croprhmers R v i o

Employment Office Selectron procedures are Iengthy and cumbersome.
‘ o ~ Informationis ot provrded about the status of appllcatlons

: within the process =~ .= - ,:s, CERINE RS |
Classification' o » Often pleased with results of reclasslflcatlons ISR [F

i,
A
b

Training'and Development - |

is malnly provrded at the service unit level

‘s" "Have issue with training in general«at ithe: lerary (see the

Training: section of this report for.more; detall)

Not sure: of the purpose and services: of the offrce Tramrng |

Pay and Personnel
Information (PPI)

In general, pleased with payroll services.
Have had isolated problems with delays in processrng

i} “changes in: personnel status (e g., hame or address change
- - and-pay increases) . - S

Some of the forms used wnth PPI are not user fnendly '

Equal Employment _
| Opportunity and Dispute'.
Resolutions (EEO/DR)

The office provides useful servrces

o Processes can take'a long time .. T ot

Concerned about confrdentlallty

. Unsure of where the office’s alleg f‘nce IS—WIth
: management or the employees -

| Programs Office

Affirmative Action and Special |

The specral intern and tuition'assistance programs have
been viewed as a positive approach-to promoting - .
employees in dead-end on professional jobs

» - Implementation of the programs within the offlce has been..
' sporadic and.inconsistent . -~ .. .-

‘Employee Relations Offrce ;
‘ (ERO) '

‘People have had both good-and bad expenences wrth the
- office : ,

Concern about confldentrahty

‘Several highly respected ERO staff have Ieft concemed

that qualrty will not be as- good

'Some partlcrpants were unsure of what servnces ERO
: provrdes '

Labor Relations

- Have received mconsrstent gurdance from dlfferent staff '
‘members - ’

Many had no mteractlons wrth the ofhce -

mcludmg

. Untlmely serv1ces

o  Inability to access HRS staff
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e ' Lack of responsiveness
. Poor staff qualifications

o Little information about HRS services, processes, time frames, and pomts of
.. . contact .

R 'No comprehens1ve employee handbook‘\ o

These perceptions as well as those noted surroundmg the SpeCIfIC offices indicate that
Library employees perceive HRS as providing poor customer service. These - :
perceptions impact the level of satisfaction and trust that employees have with: HRS

432 Personnel Management Recommendations

The followmg recommendations offer improvement options and ideas for the

‘Library to follow in addressing the findmgs noted above. Recommendations are made

to address spec1fic problem areas as well as global changes that could be made to offer

- the personnel services differently

1. The Library needs to be moré proactive in planning for, and .
developing, its future workforce. : S ’

~ Asthe 'Library' experienices a decreasing amount of resources and an increasing
set of technologies to accomplish its mission, ingenuity, planning and strategy must
come together. As budgets decrease and organizations lose expertise to retirement and
downsmng initiatives, the Library should implement key initiatives suchas succession
planning to alleviate the threat that a loss in expertise may create. Some planning
efforts that the Library should undertake include the followmg S

Establish a mentonng system that encourages senior employees to share their
expertise and to create a legacy of knowledge that Will outlast their service.

. Establish future mission requirements and determme the skills gap. between
_current and future skill requirements. This analySis should'be used to plan
the types of hires required to keep the Library expertise up to date With ‘
mission requirements.

. Ensure lmkage of the training and career development programs to foster
“development of the correct skills for meeting antiCipated career defiCienCies as

attrition occurs.

e ' Ensure that process and procedures are fully documented so that new
employees can get up to speed quickly.
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CRSis currently conductmg plannmg to sustain its intellectual cap1tal By
thorough planning of this nature, the Library can alleviate the potential pitfalls and
costs of any extreme change in its workforce in the future.

2. The Library needs to update and srmphfy its pollcy and regulatlon
- system. e : ‘

Having so many different sources of guiding documentation is‘c'onfusing to
employees, particularly when some of the content no longer reflects policy and/or
practice. The Library needs to implement one system to handle all policy and
regulations. Existing documents should be modified and. sunphﬁed The task force
report provides a start, since they prov1ded a detalled review of 1 many LCRs and types
of policy documentation. .. . .o o :

3. The Library should ensure standard appllcatrons of the
performance appralsal across the lerary

The L1brary has ¢ a clear idea of the problems and issues related to the
erformance appraisal system. The system has received much study, but there has been
little follow-through of the recommendations. Performance appra1sa1 systems need
consolidation and standardization as much as possible. Superv1sors need training in’
how to assess performance, set performance standards, g1ve feedback, and provide
career development guidance. : R

4. The Library should redefine the role of position classrfrcatlon and
management . :

Co It is u.nllkely that classrfrcatlon staffmg w1ll increase in the current environment.
Therefore, the Position Classification and Management Office must redefine itsrole
given existing staffing levels. The Office should continue providing posmon R
classification/reclassification review upon request, as well as certifying the accuracy of

position descriptions that are part of the competitive selection system. These services

need the consistent standards and. ob]ect1v1ty only a centralized office can provide.
These roles are particularly important given the Cook case. Other respons1b111t1es such
as oversight and maintenance of the system should reside in the service units. The
Office should actively take on a training and consultative role to assist the service units.
The Library should update regulations to reflect these changmg roles and clearly
communicate the changes to staff. .

A change also is needed in position class1f1cat1on pohcy Whenever itis
determined that an accurate position description does not exist during a classification
appeal, the Library should conduct a desk audit and base posmon classrﬁcahon ,

decisions on current job duties.
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5. The Lrbrary should ensure that the HR staff are quahﬁed to perform
therr work , o

The HRS staff has been cnt1c1zed by other L1brary employees for
unresponsweness and seemingly poor qual1f1catrons -This has. contrrbuted toa poor
reputation of HRS among the Library service units, which lessens its authority. HRS
should conduct a full skills analysis of its HR staff against the requirements of the
positions. The skills'gap: (i.e., the difference between staff skills and required job skills)
will provide information: about the types of skllls HR should acqun'e through trammg,

‘hiew hires; or outsourcing.” TG SRR

6. Federal Govemment demonstratron projects may offer mnovatlve
ideas for some personnel processes.

Three demonstration projects sponsored by OPM may be applicable to the
Library’s personnel service issues. Two demonstration projects are targeted toward
decreasmg the amount of time required to hire new employees and one project is
focused in part on improving labor-management relations: -

o The United States Department of Agriculture (USDA) Examining/Selection
Process—The USDA project uses job-related criteria to develop a “quality
group” of eligible candidates rather than numerical rating and ranking of
candidates. This project has led to improved satisfaction of site managers and
decreased hiring times (from 136 and 96 days on average, to 88 and 78 days
respectively) for both professional and administrative positions at one USDA
site.

e The National Institute of Standards and TechnoiOgy (NIST) Hiring
Methods— NIST instituted the expansion of direct hire authority for
professional and support occupations and the use of agency-based hiring for

administrative and technical positions. Under the direct hiring procedure the

average hiring time was 10 weeks compared to 18 weeks (based on 1991
results) under agency-based hlrmg procedures.

e The Pacer-Share Project, based at U.S. Air Force Sacramento Air Logistics
Center and Defense Logistics Agency, Sacramento Specialized Distribution
Site, McClellan Air Force Base, California, experimented with new methods
of labor-management cooperation based in part on the participative
management philosophy and total quality management prmcrples of
Dr. W. Edwards Deming. Although first year results were unimpressive,
indications are that after the first year, labor and management had improved
cooperatlon ' This was the first personnel management demonstration project
with major union involvement.

Given the relevance of these topies, and the piloting of these projects within Federal
agencies, these projects may be helpful to the Library in providing options to consider
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in the future. As is the case with all piloted projects, care must be taken by the Library
to fully assess whether these projects’carry any potential side effects that may be
detrimental to the Library (e. g-, one outcome of broadening direct-hire authority may be
lack of control over diversity in the workplace) Although the warnings must be

‘heeded, the Library can benefit from rev1ew1ng these pro]ects since they are developed |

supported and tested W1th OPM approval

However, as stated earher in this report the L1brary must be contlnuously aware
of how any changes to its’ selection process impact on itsicompliance to the Cook

' Settlement ‘Agreement. Once the Library is outside of the 4-year period of the -

Settlement, these options may be more attractive and may also be further- tested in, other
Federal agencies. = - ‘
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4.4 5 HUMAN RESOURCES SERVICES DEPLOYMENT |

aaaaaa

: The Human Resources funct10n has been reorgamzed several t1mes in the recent .
past.In early 1990, HRS established a team structure;with HR teams providing services
to a single service unit. Recently, in September 1995, HRS reorgamzed to be more

functionally oriented. Additionally, the management of the HRS service unit has

changed incumbentsiand structure several times; For example; in June 1989 the

~ Associate Librarian for Management was named the head of: ‘Library:Management

Services where Human Resources resided. In 1992, the Associate Librarian for
Management was reassigned as:Associaté Libtarian for: Special Projects and an Acting
Associate Librarian for Human Resources was assigned as part of the Library’s
management team. : The incumbent was off1c1ally appomted Associate Librarian for

‘Human Resources in August 1993 and. currently remains in that position. However, the

position'was. recently reass1gned to report to the Assocrate L1brar1an for Support
Services. T R R IE LP ST

Because the organization of the HR functlon d1rectly 1mpacts the way that HR
services are offered/provided and as part of our study of human resources, Booz-Allen
evaluated the human resources. orgamzatlon for — ;s

Duphcatlon of effort and 1neff1c1enc1es e
- Service dellvery/ deployment issues R

‘e Centralization and decentralization of functrons |
Our analysrs of the L1brary s HR functlon in relatlon to these ob]ectlves is prov1ded
below 0 BRI | e
44.1 Human Resource Services D'eploynient' Findings B

" Booz Allen has noted several fmdmgs in relatlon to the deployment of HR |
services at the L1brary These fmdmgs focus on areas where unprovements are needed,

B A The leraryvlacksj an 1ntegrated approach to dlverslty. - |
The Library has three offices focused on diversity issues:

e Equal Employment Opportunlty Complamts Ofﬁce and Dlspute Resolunon
Center (EEOCO/ DRC) , ‘ , | , ,

"+ Affirmative Action and Special Programs Office (AASPO)

. Senior Adv1sorforl)1vers1ty w1thmthe leranan’s Ofﬁce .
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“Three offrces mean three d1ver31ty approaches

e The EEOCO/ DRC Offlce (spec1f1cally EEOCO) resolves dlsputes related to
- Title VII of the Civil Rights Act of 1964,. including:- complamts and: charges of .
discrimination based on race, color, religion, sex;national. .origin; age, or
. physical or mental disability. Dispute Resolution is an alternative process to
- resolve both discrimination complaints and other worksite problems through
a more informal resolution process than EEO:- The EEOCO/DRC Offlce
counsels and trains L1brary staff on the laws and issues related to EEO

wile The L1brar1an estabhshed the AASPO in September 1992 “ o help carry out
- lugh-pnonty initiatives to ensure equal employment opportumty and
< 7 promote understandmg of the rich diversity of backgrounds represented in.
- the L1brary work force.”: The AASPO develops policies, plans, and programs
aimed:at increasing the part1c1patlon of underserved populations and g
- conducts evaluations of the effectiveness of the lerary s programs in
meetmg Afﬁrmatlve Actlon goals

o “The L1brar1an created the Semor Adv1sor for Dwersrty pos1t10n in October
1994 to be devoted to supporting his efforts in dealing with diversity‘issues at
the Library. The position has recently been combined with the Chief of Staff
position within the Office of the Librarian. As a result, the Chief of Staff will
be devoted to both the day-to-day functlons of’ the Lrbrary and to d1ver31ty
issues.

In'FY 1995, at the request of Congress; the Library analyzed the organizational |
and functional relationships between the Office of Affirmative Action and Special -
Programs, the Dispute Resolution Center, and the Equal Employment Opportunity
Complaints Office with the purpose of eliminating possible overlap, duphcatlon of
effort, and conflict among these units. The Library reported that “AASPO’s mission
and functions are dlstmct from either EEOCO or DRC.” AASPO sponsors intern and
other education programs, conducts targeted recruitment, and reviews competitive
selection actions. On the other hand, they found that “EEOCO and DRC are charged
with resolving worksite problems * The Office of the Semor Adv1sor for Diversity was

not included in the analys1s o

Both in interviews and in focus groups, lerary staff commented on a lack of
mtegratlon among the efforts of the three offices. Employees believe that the
EEOCO/DRC and AASPO should be moved outside the HRS and linked to the Senior
Advisor for Diversity. A similar alignment was also suggested by the Management and

Planning Committee in November 1988 ds well as in the 1988 Arthur Young study of

the Library. The studies suggested establishing an EEO office (AASPO did not exist
then) that would function independently of all personnel and human resources
functions. Employees at the Library noted that moving EEOCO/DR and AASPO
would promote a more objective approach to the EEO and Affirmative Action issues for

the Library.
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Add1t10nal perceptlons about d1ver51ty at the L1brary were prov1ded in the
employee sahsfacnon focus groups These perceptlons mclude i

e A posmve change in l:urmg has prov1ded amore d1verse proﬁle in some areas
. Management s comnutment 1s not _strong enough

¢ Minorities in management posmons are seen as tokens and are not glven the
' respect and credlt they deserve

e The move of the Senior Advisor for D1vers1ty to the ChJef of Staff pos1t10n -
seems to mdlcate that d1ver51ty ison the ”back bumer s s

o The Multl-year Afﬁrmatlve Act1on Plan has not been commurucated to -
' L1brary staff? |

The Library has made efforts at the top-management level to increase the focus
of diversity. Senior level managers are accountable for efforts in EEO and Diversity on
their performance appraisals. Add1t10nally, the Senior Advisor, for D1vers1ty has
developed a diversity plan that outlines specific actions to promote a commitment to
diversity (e.g., communication to all levels about the Librarian’s commitment to
diversity, focus groups to address Cook Settlement issues). However, the d1v1S1on of

- diversity-related functions.across three offices seems to have diluted the L1brary S.

approach to d1vers1ty and created a perceptlon that d1vers1ty is not a major focus of the'
Library. : . »

2. The offlces of Human Resources are stove-plped focusmg on thelr -
1nd1v1dual ofﬁce act1v1t1es w1th llttle 1ntegrat10n of functlons. ) ' a

Orgamza’aonal d1v1smns within the human resources service unit limit. -
mtegratlon of functions and communication and create some dupl1cat10ns of effort.
There is little cross communication or cross training with other offices. “Although each
office must serve spec1f1c functions, it is necessary for the offices to understand the
entire HRS process in order to help serve the customer and prov1de seamless servme

 For the most part, each ofﬁce conducts unique functions. However, there isa -
lack of coordination of services. For example, counseling is provided by separate HRS
offices (e.| 8-  benefits counsehng at Pay and Personnel Information (PPI), counseling on
personal issues at the Employee Relations Office, workplace-issue counseling at DRC).
Employees are able to choose the avenues they would like to resolve problems
Unfortunately, dependmg upon the offlce chosen, the employee may receive
inconsistent mformatlon ' ‘

2 n the AASPO focus group, staff noted the Multi-Year Afﬁrmahve Action Plan was under review by a
committee set up by the Librarian’s Office and has not been finalized.
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 Both PPI and the Technical Services Group (TSG) of the Employment Office

- noted duplication of effort in processing personnel actions. The personnel action

process has several hand-offs. One hand-off is between TSG and PPL. These two .
groups are required to record specific information to process the personnel actions.
Both offices indicated that there is a duplication of effort in the processing and that
quality problems occur because of this duphcatmn For example, the TSG ensures that
regulations are sufficiently adhered to in personnel actions and sets pay while PPI
processes the information provided by TSG. The two offices noted that each must
follow up on the work done by the other, often having to.do the work of the other.
Because of concern about work quality, several checks and balances for processing .
personnel actions are required. The offices indicated that this function should be
coordinated through one ofﬁce, and that office should be held respon51ble for quality.

- AASPO, the Employment Offlce, and theé service umts all part1c1pate in some
recruitmient activities (e.g., participation in conferences, recruitment fairs,and -
outreach). Focus group participants noted that none of the offices or serv1ce units
coordinates their recruiting activities.

| 3. Fallure to have standardlzed and coordinated approaches toHR =~
- serv1ces, e1ther centrallzed or decentralized, can create addltlonal '
' cost and 1ncons1stency in thelr apphcatlon. ‘

Although HRS isa centrahzed ofﬁce, some human resources issues are dealt w1th
in a decentralized manner at the service unit level. Some functions have been -~
strategically decentralized because those activities' may be best performed at the service
unit level (e.g:, recruitment plans developed at the service unit level, time'and '
attendance reporting). Even though these activities are housed at the service unit level,
it is the responsibility of HRS to provide guidance and oversight of HR activities that
are decentralized. Focus groups with the HR offices identified some areas where
guidance and training are given (e.g., time and attendance) and other areas where little
guidance is given (e.g., development of recruitment plans). In a group interview,
several administrative officers who deal with human resources issues sa1d that httle
guldance is glven

Some decentralization of functions has simply evolved over time. Three spec1f1c
areas that HR staff noted with concern were training, outsourcirig of HR functions (e.g.,

' classification, staffing), and labor management relations. In interviews and in focus

groups, Library staff indicated that most technical training is provided at the service
unit level. The current Staff Training and Development Office noted that it has little
control over training performed at the service unit levels. The Trainingand =~
Development Office noted with concern that much. of the training conducted by
contractors could be offered m-house for less money Addltlonally, some tralmng
provided could be useful across the's service units but is only provided in isolated areas.
These concerns are described in more detail in the Training section of this report
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Besides contracting for training services, the service units have used contractors
for other HR-related activities. For example, the Classification Office noted that service
units will sometimes use outside assistance to c1a531fy positions. The service unit will
then forward the report with the classification request to ensure that the position is
classified the same way. The Classification Office feels that the service units are
influencing the way they do business and believes that it impacts their credlblhty
Service units also obtain their own-contractors to dojob analyses forthe hiring: process

 HRSfocus group participants noted concern that when the service units contractout.

functions-without consultmg ‘HRS, they have no control over the processes and lose

Fmally, in the focus group w1th the Labor: Relatrons Offrce, partrcxpants 'noted

that managers at the service unit level often do not con51der labo relatlons intheir
-decision making. Managers at all levels have been known to partlc' pate in bargalmng

that can conflict with decisions or contracts at the L1brary These attempts at bargaining

‘may also lead to further.implications and set new precedents that could have a negative

impact on the Library or other organizations. The Dispute. Resolutions Office also
participates in these types of bargaining agreements without the Labor Relations

'Office’s involvement. If Labor Relations were kept informed, it could proactively stop

ot alter decisions that are likely to lead to labor relations disputes. This involvement -
could save the L1brary time and money and ehmmate fallout from 1ll-adv1sed decmons

44. 2 Human Resources Servrces Deployment Recommendatlons ifj' : |

Our fmdmgs hrghhghted several areas where coordmat:on is necessary both
w1tlun HRS and with the service units. Our recommendatlons focus on possible .
initiatives that could enhance the services deployed by HRS :

« 1 The lerary should mtegrate and strengthen 1ts d1vers1ty functlon

The L1brary s h1$tory of rac1a1 tens1ons (as ev1denced by the Cook Case)

that enlists HR processes in’ achlevmg its goals. The L1brary should consider =
several efforts to improve integration of the diversity program, including;

o Ensure the diversity plan and Affirmative Action plans are linked and
are provided to managers for use in developing recruitment plans

o Integrate the functlons into one office to orgamzatlonally tie them -
together and prov1de a umted plan |

e Contmue extensrve drver51ty trammg throughout the lerary

o Develop plan for addressmg any fallout from lmplementatlon of the )
Cook Case Settlement requirements (e.g., promotions and cash
awards).
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‘Each of these changes can help the Library to demonstrate its comm1tment to o

d1ver31ty and plan for ways to address issues 1f they should arise.

2. ' The lerary should mvestlgate altematlve methods for prov1dmg
_ HR services.

' Hlstoncally, the human résources functlon at the L1brary has not worked well
As the Library moves into the future, it faces even imore demands for efficiency and -
ihnovative solutions to'personnel.. Thus; it seems appropriate for'the Library to
consider some approaches to prov1dmg human resources: support that have not been
tried there before. ‘Seyeral optlons are béing tried and tested'in the- marketplace today,
including shared services,? outsourcing, and interagency agréements. These' optlons
are being used by both private and public sector organizations as methods to improve
operations and decrease costs. The Library should conduct'best practlces studies to

-~ investigate { thee options presented below for their appllcablhty to-the Library, the1r o

success rates, and key 1ssues related to unplementatlon of such opnons

| a." A shared services envrronment nay reduce’ costs and’ prov1de an’
orgamzatlonally standardlzed approach to HR serv1ces ‘

Shared services requlres that both the customer and the prowder are ]omtly
responsible for the results attained. ‘Customers (i.e., the service units) and provider (1 e.,
HRS) must agree (formally through contract or: mformally through intérnal agreements)
on the types of services needed and on the cost of those services. The focus of shared
services is the pooling of like activities to reduce costs and enhatice service. While the!
human resources functions are already orgamzatlonally centralized at the Libraryand
service all the service units, doubt exists whether the functions are truly unplemented in
a centralized manner. A shared sétvice environment would allow the service units and
human resources to work together through a service commitment. Shared services
would thus enhance customer satisfaction and provide cost effectlveness by offenng
economies of scale. Best practices information shows that moving to a shared services
environment results in a 15-30 percent unprovement in overall service costs.”® Although
this savings may be less for the L1brary s HRS since it is already orgamzatlonally
centralized, savings could be reahzed in decreasmg duphcatlon of functions in the

service units. 'L

2 Shared services is defined as the leveraging of dehvery of needed services so as to enhance both
internal customer satisfaction and provider cost effectiveness by providing only needed and agreed upon
services at the “right” levels to internal customers and achieving performance standards acceptable to

internal customers and provrders

B “Review of Shared Services”, proprietary briefing of Booz Allen and Ham1lton Inc.
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b. The Library should use outsourcing as an alternative to its present
-+ ~method of providing some human resources services. - S

. Outsourcing is an alternative way to offer personnel and human resources
services. A berichmarking study of outsourcing HR functions that are outsourced.most
frequently identified training and development, administrative services, benefits
administration, outplacement, employee opinion survey, and relocation services.

- Common reasons for outsourcing include reduction of costs, reduction of staff, buying
external expertise, narrowing down core functions, and improving quality. To date, the
Library has outsourced some training, its pay and personnel data function, and portions
of its selection-process (i.e., job analysis, affirmative action reviews, calculationof . .

-disparate impact, minimum qualifications reviews, and job postings). Interagency = .
agreements provide a method through which outsourcing can occur. The Library’s -
agreement with the Department of Agriculture is the basis for the pay and personnel
information system function. Agreements with OPM have been used to conduct job
analyses, training, and oversight reviews. These agreements provide potentially less
expensive options by the sharing of services across Federal agencies (similar to shared
services above). ' '

'Mp_any employee relations firms offer cost-per-emplgyee ‘ser‘v,ic_g_s in a confidential
setting. Because this function is used sporadically, and because of the need for
confidentiality, it is an excellent candidate for outsourcing and cost reduction.

‘The Library could also outsource the majority of the personnel functions and
reduce HRS to a policy and selection shop, maintaining functions that must be
controlled internally within government agencies. This would allow the Library to
invest its resources in overall management of the HR function rather than the day-to-
day processing of human resources and personnel services.

If the Library decides to inivestigate outsourcing, it must be'cautious about
staying in compliance with the Cook Settlement Agréement. ‘The Settlement Agreement
provided promotions and specific positions to some employees, although only a few
within Human Resources. If any of those employees occupy outsourced functions, they
must be assigned to jobs of the same grade elsewhere in the Library. It may be difficult
to match employee skills to other Library positions. The Library could be charged with
retaliation if RIFs resulting from outsourcing appeared t6 target Cook plainitiffs. In
addition, the Library should conduct a full cost-benefit analysis prior to outsourcing
any function, to ensure cost-effectiveness. ‘
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4.5 TRAIN ING

o The L1brary s mission and supportmg goals depend on its human resources.
Whether the mission is to serve the Congress, the nation, or the world, its ultimate

* achievement rests.with the quality of the people who work toward that achievement.

The Library trad1t10nally has depended on a highly qualified staff who have come to the

- Library W1th the requls1te knowledge, skﬂls, and ab111ty to do the1r ]obs

But the staff of the L1brary is changing. The potentlally large number of staff

“retirements at the Library over the next decade méans that much 'of its intellectual
~capital could disappear. Further, becatise of the changmg nature of technology and the

new ways that work will be performed new staff will need specialized training’that '
they may not possess when they are hired. These cond1t1ons make 1t nnperatlve that the
L1brary S trarmng funct10n is able to meet these demands ‘ e T

The focus of our reV1eW centered around the followmg four ob]ect1ves

o Evaluate the strateglc role of tralmng

¢ Evaluate the trammg policies/procedures to determme availability of
structured career paths, accountability of ‘managers for employee o
development, and mandatory training p011c1es ‘ o

e Review the tra1n1ng budget w1th specific focus on how trammg is funded and
- the method for allocatmg and trackmg tralrung expend1tures

¢ Evaluate the course planning and implementation process, including needs
assessment methods, relationship of course content to training needs,
frequency of course offerings, course admrmstratlon and tracking, training
dehvery methods, and evaluatlon methods.

“Booz Allen S, tralmng management assessment revealed the followmg 51gmf1cant

: fmdmgs and conclusmns

451 Training Flndmgs

We began our study of the training and development system within the Library
by examining key reports of previous studies that have addressed the effectiveness of
training provided by the Staff Training and Development Office and by the service
units. One basic theme emerged from the studies: for at least the last 8 years, the
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centralized training function has not played a key role in providing direction for staff
development within the Library. Further, as the report of our findings will show, little
has been done to implement the many recommendations from previous studies. The
Library’s training function today looks very much as it is described in the previous
studies. Little has been done to improve the training processes and procedures in the
Library. | ‘ EE S '
1.  The Library has not integrated the training and development of its
- staff into its strategy for fulfilling its'missions or siipporting goals.

/. Whatis valued in-an organization is highly visible-and cle’aerly:tiéd:-'td§<the:'f'

strategic plans for.achieving the organization’s mission and-supporting goals. This is

true of staff development in organizations that are models of “best practices” in their
training'and development systems. In such organizations; training is seefi as important
as a business strategy, and the training function has high visibility.*We found this is not
the case with the centralized training function in the Library, nor is it true of the
training offered in the three service-units we studied: -~~~ . .

-~ Several findings'support this conclusion. One'is the location of the Staff Training

‘and Development Office in the organizational structure of the Library. ‘As the -

organizational chart shows (see Exhibit4-1 at the ‘beginning of this section), the Office is
buried: deeply-within the Directorate of Personnel, under the Associate' Librarian for & .
Fuman Resources Services. With the exception.of technical training being conidicted
within Library Services (described later in this section), training likewise is not & highly

visible function in the service units that we studied.” = 7 o e ST

| - The position of the Staff Training and ‘Development Office has madedt "
vulnerable to various reorganizations and shifts in'staff numbers and capabilities over
the last.7 years. ‘The Office had no staff from 1989 to 1993, during which time.all:- s <"
training ‘fi‘m‘Ctiong'wefe decentralized to the service unit level and the staff members -
were dispersed throughout the Human Resources Directorate: In March 1993, the
Library reinstituted the Staff Training and Development Office.. An acting chief served
for 18 months from October 1993 to-April 1995. Since that time the position of Chief of '
the Staff Training and Development Office has been'vacant. A Chief T raining Officer -
has recently been named. - ol

- Another indication of the importance of training and development to the

achievement of organizational goals is the presence of a strategic plan for training. Best

practices organizations are as likely to have strategic plans for the training organization
as they are to have overall strategic plans. In contrast, we were unable to locatea
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strateg1c plan for L1brary-w1de tralmng and 'development or for the training being
offered by the service umts W1thout a strateglc plan for staff development the L1brary
is unable to: "

N . Descnbe how staff development is mtegrated into the achJevement of the
mission of the Library -

¢ Ensure top management overs1ght of tra1mng and development
.. Integrate tralmng and development managers mto strateg1c planmng

. Ensure consistent quality and effectiveness of training needs assessment,
: de51gn, development dehvery, evaluatlon, and trackmg methods

2, The Staff Tralnmg and Development Offlce and the three service
~units we mvestlgated lack the resources—monetary and human—
to play a major role in the development of employees skllls to::
meet the Library’s current and future needs. - :

One good way to measure an organization’s commitment to staff development is
to look at the dollars allocated for training and development. ‘Best practices industries
report average total annual training expenditures of $800-$1,000 per employee In 1992,
OPM reported an average expenditure of $760 per employee in midsize agencies (1,500
to 10,000 employees).# Using these figures as-benchmarks, the funding for training
within the Staff Training and Development Office and within the service units is.

~ inadequate to meet the staff development requirements of the L1brary

The Staff Training and Development Office receives no funding beyond staff
salaries: Training budgets are at the service unit levels. . The following exhibit shows
the appropriated dollar amounts obligated for training in the service units under study.
The figures reveal a much lower — $153.00 — per. employee expenditure for training than
industry or mid-size government agency av erages. Even the highest figure calculated .
for dollars spent per employee for training in these service units — the $292.00 per
Constituent Services employee — falls short of the industry and government averages.

A 1991 request to estabhsh a training base of $552.00 per lerary employee was not

funded.

% OPM, “Human Resource Development in the Federal Service,” Flscal Year 1992. ('I'hls was the last year
data were compiled.) : _
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‘Copyright Office
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512

 s72

Appropriated: -
Non-appropriated - -
Total.

Congressional Research Service .| . -

72,271

$722711 ).

Total

$605,274

3948

$153

- Poor Library-wide training records maintenance and the lack of systematic
methods for assessing training needs (see discussions of the training tracking system
and the needs assessment process later in this section) make it impossible to determine
whether the training dollars were spent on the training that employees most need to do
their jobs. Interviews with Library managers and supervisors and focus group data
indicate that most training dollars were spent on technical skills training within the

service units.

* In addition to our findings that funding for staff development is below industry
and government averages, line managers, focus group participants and even staff
members in the Staff Training and Development Office question the expertise of those
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who oversee training (both’ within the Staff Trammg andDevelopment Office and

within the service units). Comments indicate that training staff lack the necessary
background in design, development, and delivery of instruction to provide the
leadership necessary to integrate staff development into the‘overall' achievement of the
missions of the Library. - e -
3. The Staff Training and Development Office provides limited v
training opportunities for Library-wide staff development and.
limited support to the training activities of the service units. "

: The centralizéd training function shoulda.'éuppoft Library-wide staff ,dév_éléfnﬁe’h
and the offérings of the service units by fulfilling mandated training activities, |

providing cross-cutting and mandatory training, and trackirig and reporting tralmng g
~ activities Library-wide and within the service units. Information gathered from line -
managers, focus group participants, and the Staff Training and Development Office

staff indicate that such support from the Offlce is weak.

‘ The Library’s implementing regulations are contained in LCR 2017-1.1, Training
Responsibilities and Procedures, dated February 6, 1974 and LCR 2017-1.2, Supervisory
Training Program, dated April 20, 1984. These regulations divide training D
responsibilities within the Library among the Training Officer and the service units.
The regulations detail the Staff Training and Development Office’s dutiesand =~
responsibilities for providing a variety of training and administrative functions. .-
Exhibit 4-14 outlines the responsibilities of the Office and the degree to which line: -
managers and focus group participants estimate that the Office fulfills:these
responsibilities. S : :
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EXHIBIT 4-14

Staff Trammg & Development Ofﬂce Tasks

. »Estimated Level’of '

2017-1.1, Training Responsibiliti .and.Procedures:

R

Assemble, analyze, and merge service units training _requﬂirements (Section 2)" ,‘ B

Propose waining c’qurse"s % meet e Library's ne'eds"(Sectioné) '}

‘Prépare.and. recommend annual'training'budget to respond to the employees’ ER

developmental needs and mandatory needs Sechon 2)

Revrew and approve proposed training courses (Section 2)

Approve proposed training facilities (Section 2)

Notify supervisors of training approVals ’(;‘Sevct_ion'?)‘

Provide-advice, counsel, and assistance to employees and supervrsors about the lerary s

 q -trammg programs (Sectron 2)

“Provide advice to employees- about extemal educatlonal and extemal tramlng
: | -opportunities (Section:2)- -

Review tralnlng nomlnatlon for accuracy and coniormance with law and’ Library policy

: «(Sechon 4)

"Provide for the'continuing evaluatlon of the! results and effectiveness of training to ensure-

effechve use of resources and competency oi traming sources (Sectuon 7)

"Prepare annual reports for OPM. on the Library s’ trarmng programs and plans for tralnrng

for.each fiscal year (Section 7)

2017-1.2, Supervrsory Training Program Flesponsibilltres

Pian, recommend, develop, conduct and evaluate supemsory training courses that mest
the requirements of LCR 017 (Section 4 _

Schedule supervrsory training courses on a regular basis (Sectlon 4)

¢

Advise and counsel managers and supervisors concerning various aspects of supervrsory S

tramlng needs and opportumtres (Section 4)

Maintain records which reflect the amount and kind of supennsory trainlng indrvnduals

have completed rn the lerary

Level of Fuifillm'ent: -“-High @-Medium fow T
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As the exhibit shows, the Staff Training and Development Office functions
primarily for the reviewing and processing of management-approved training request

- forms, and for coordinating and providing logistical support for courses available

through the Office. Each staff member is also responsible for coordinating, scheduling,
and tracking a certam number of the courses listed as offerings in the course catalog.

Line managers and focus group participants indicated that the Staff Training and
Development Office offers and/or sponsors a very small number of courses.
Information from the staff of the office confirms that the office provides little training.
Exhibit 4-15 lists the courses offered in the 1995 Staff Training and Development Offlce
FY 95 Course Catalog. The catalog listed 49 classes in the four broad categoriesof 1 .
Supervisory Institute, LC-Specific, Career Development, and. Personal Computer. These
courses are almost all 1/2 to 1 day duration and classroom-based. The exhibit shows -
the listed frequency.of course offerings and-the number of times each courseactually

- took place, according to information supplied by the Office staff. The total number of

course hours offered through the office in FY 1995, as advertised in the catalog, was 348" |
(313 hours were actually run). For an orgamzatlon of the L1brary s 51ze, this is a*small ’
number of hours of tralnmg = e e T

EXHIBIT 4-15
Staff Training and. Development Offlce :
Flscal Year 1995 Course Offermgs S

requency of Course

SUPERVISORY INSTITUTE ..

Dealing with Employee:Problems

EEOQ for.Supervisors/Managers .

How to Make Training Pay Off

Introduction to'Employee Assistance & Incentuve Awards Program

Labor-Management Relations in the Federal Government

Managing Organizational Change - -~ - - e

Managing Time & Attendance

Personnel Regulations & Relevant Contract Articles -
Principles of Supervision :

Sexual Harassment: A Federal Women s Program Briefing

Supervisor's Guide to Worker's Compensation

-Time Management and Getting Things Done

Sl ololvlol~]ola]ololnlt 182

Understanding the Americans with Dlsabllmes Act of 1990

LC SPECIFIC

Dispute Resolution Training

Introduction to PC-TARE

Property and Supply Management

Reference Collections in LC

alwlbdlo|lo
ojwjw|x]lo

Workshop on Travel
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Frequency ‘of Course ‘Actual Times
v Course Name Off er ngs . Course Ran

CAREER DEVELOPMENT )
~Application fof Employment - 5 4
Communication’Skills for Office Support’ Staff ‘2. S0
Effective:Briefing: Techniques ’ 2 1
English Grammar; Review. e R E< IO < B
Ergonomic Strategies for Computer Users S AT 18:.:
Fundamentals of Writing 4 2
Management-Skill-for Office: Support Staff ...~ 2 0
Managing Stress Effectively. - »2 R T
Mentoring in the Workplace- S 2 0.0
Personal Ergonomics Seminar .., .. .0 .. . . . 21 - .26
Retirement Seminars . ‘ 3., 5.
Seminar Series 10 10
Time Management .. .1 1
Writing Tachmques for Eﬁectlve Letters and Memos e 8- . 0
PERSONAL COMPUTEH
Advanced WordPerfect .. 12 12
Advanced LOTUS 1-2-3 and Other Spreadsheets 12 12
Advanced MS-DOS Commands, s 120 12
Banyan Vines Basics: . . - - 12
Basic LOTUS 1-2-3 and Other Spreadsheets 12 12
Basic MS-DOS Commands 12 12
Beginning WordPerfect 12 12
Mainframe Connectnvuty-PROCOMM PLUS "2 12
Macintosh Basics - 12 12
Overview of the' Intemet 4 7
Paradox , SRR - 12 - 12
PC Backup, Recovery andVius - - 12 12
PC Literacy 9 4
Scanner Techniques 12 12
TCP Connectivity-LC Mainframes 12 12

12. - 12

WP Fonts and HP LaserJet Printer Clinic
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- 4.  Library employees have negatlve perceptlons of tralmng within
the lerary e

' Desplte the pockets of good training practice that exist in some service units (e.g.,
automation training provided to employees in the Congressional Research Service and .
the Technical Processing and Automation Instruction Office (TPAIO)® in the L1brary
Services Unit), the picture that emerges about training across the L1brary 1s thatitis -
‘uneven in quality and ava1lab111ty = - , v

Focus group part1c1pants and line managers expressed strong dlssansfacho‘ e

- with the training offerings, services, and practices of the Staff Training and -

Development Office and with Library training practices in general. Their generally
negative comments about training opportunities reveal a training function in trouble K

~-Some of the problems with the trammg prov1ded through the Office include: -

o Non-responsweness to training suggestions; | the Staff Trammg and
Development Office nelther asks for nor responds to training needs

o Frequent cancellation of course offerings, often without adequate v»{aming '

e Infrequentand uneven offering of mandatory training sich'a s siipervisory
training, diversity awareness training, and sexual harassment tfaining

o Ineffectiveness of training methods; for example, using lecture only in the -
sexual harassment course, without offering a chance for feedback and
discussion from participants. Another example cited by a focus group
participant was that the “Performance Appralsal for Superv1sors was the
same for division chiefs and for supervisors who only supervise one or two
people. The participant felt that the training should be tailored to meet their

differing needs

. Inappropriate tirnirlg: For example, Internet training ‘was given when -
participants were not using the Internet; Employee Orientation is offered after
an employee has years on the job

e Inadequate guidance from management on training and development
needs/ activities -

3 The TPAIO provides an especially full and active training program, detailed in a comprehensive
Annual Report of Training. The Office trained 2906 staff members (some staff members took more than
one course) in Fiscal Year 1995, offering 299 sessions of 60 courses. The program covers instruction in a
range of subjects: cataloging instruction, instructional techniques, language and culture instruction,
mainframe computer skills trammg (including bibliographic workstation skills), microcomputer skills,

preservation.

4-55



Booz-Allen & Hamilton

e Unavailability of structured career };ath‘s" RS

¢ Inadequate advertisements of course offerings. According to line managers
and focus group participants, the primary method for announcing courses is
through The Gazette, the weekly Library newsletter = '
* Crucial training falls through the cracks. For example, in an interview the
- Inspector General reported that police officers felt their training was
rmnuseslerForee il pofice ofcers felt PEER .

' There s little evidence of any written standards or guidelines for the systematic

- design and development of instruction, either within the Staff Training and

Development Office or the service units we studied. [

‘5. "tl"f'h'ere is no evidence thattralmng content in'the courses offered by -
~ the Staff Training and Development Office meets employées”on- "
.~ No course catalog has been prepared for 1996. As Exhibit 4-15 shows, the
courses that most frequently ran during 1995 were computer courses, Ergonomics,
Retirement Seminar, and Understanding the Americans with Disabilities Act of 1990.
The course catalog also provides information about a series of seminars on career
development (10 2-hour seminars in the series) and video training resources (8 tapes on

various subjects and 15 tapeson American Sign Language).

 There are no indications as to how these particular courses came to be the core™

curriculum of the Library, representing the body of trairiing that is available to Library -
employees. No evidence exists of any written consistent, systematic methods/practices

for determining training needs, either in the centralized training function or in the
training provided by the service units. Interviews with the Staff Trainingand
Development Office employees and line managers and data from focus groups confirm
that no systematic, Library-wide needs assessments have been conducted to ensure that
the courses offered by the Staff Training and Development Office and the service units |

are in fact the courses Library employees need to do their jobs.

' ' Further, we found no evidence of written policies or procedures that indicate
methods are in place to hold managers/supervisors and training participants
themselves accountable for transfer of learning to the job. Participants in focus groups
indicated that managers and supervisors generally do not counsel staff on training -
needs or opportunities or discuss what has been learned in training. Participants
generally felt that they are responsible for finding their own opportunities for training;
in fact, they indicated that they often form informal training groups among themselves
when the need for learning a new process or procedure arises. - :
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Nor did we find 'any policies and proce'du'res‘to’ measure the irnpact»of tralmng |
on improved job performance. We were-unable to locate any written policies or
procedures for tracking behavioral changes in employee performance after training or
on tracking the value of training toward achieving the Library’s mission and goals.

6. Mandatory training is offered sporadically and poorly t‘ra'cl<le'd~‘ |

One important function of a centralized training offlce is the tracking of training

}l organization-wide and within the individual units. The lerary s performance in -
tracking training has been poor for years. Studies since 1990 have reported poor

collection, monitoring, and reporting of training activities. Despite recommendations
by these studies for i 1mprov1ng the tracking of trammg, we found only mmnnal training

records

Currently, the Staff Training- and Development Office uses the National Finance
Center database to record training data; the service units all use different systems.
Accordmg to one mémber of the office staff, the database generates individual training
records as well as summary training reports. However, the staff member cautioned that
the records were probably not reliable because of the way entries had been made in the
database. The office provides very limited training reports to the service units about
courses they do offer. During the course of this study, the’ only trauung report made
available to us was the OPM-required Annual Report. We were unable to obtain any
other reports of training activities from the office.. i e e

The lack of centralized trammg records makes it extremely drfflcult to. track
whether mandatory training for all employees, such as supervisory training, D1vers1ty
Awareness.Training, or Sexual Harassment Training, has been conducted. Focus group
participants and line managers expressed frustration with the lack of umversal

participation in mandatory training.

L1brary of Congress Regulatlons 2017-1.2, mandate that each new superv1sor be ‘
required to take no fewer than 80 hours of formal superv1sory training courses within |
18 months of appomtment to a supervisory posmon Interviews with line managers and
comments from focus group participants, as well as fmdmgs from previous studles '
indicate that this training has been offered sporadlcally over the last few’ years

According to the 1993 Report of the Human Resources Working Group, a survey
of all L1brary service units revealed that only two service umts had ongoing supervisory
training programs. The Report emphasized the senousness of the lack of a Library-
wide supervisory training and development program [it] “...contributes toan
atmosphere of divisiveness. “ When supervisors are unskllled in the fundamentals of
supervision, personnel pollaes and practices are apphed inconsistently and mequ1tab1y
Inconsistency among supervisory practices leads to a risk both of inequitable treatment
of staff and of the perception of inequity, both of wh1ch contribute to an atmosphere of
mistrust, hostility, divisiveness, and dysfunctlon Management effectiveness and
efficiency are dependent on the ability of supervisors to perform their duties skillfully

' and consistently. Supervisors need appropriate initial preparatlon in practical
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processes and theoretlcal issues to be able to handle the1r ]obs adequately In add1tlon, '
management is a-dynamic process where new techniques are introduced regularly and
where increased respons1b111ty requ1res mcreased knowledge and more sopl'ustlcated

skills.”
452 Trammg Recommendatlons

To ensure that L1brary personnel are adequately prepared to meet: current and
future challenges, the Library must integrate staff development into:the strategic - .
planning process and ensure that processes are in place to make the training of its staff a
strategic component for change Followmg are our recommendatlons for makmg this

happen..

1. Strengthen the Staff Tramlng and Development Offlce, maklng it
" 'more central and visible, thereby ensuring that staff development
- 'is of strateglc lmportance in achlevmg the lerary’ s m1ss1ons and
goals ' W , o : :

This study and others that have preceded it reveal that the Staff Training and
Development Office as it is currently configured cannot play a key role in helping the
Library develop staff capability to meet current and future challenges. The effect of a
largely decentralized training function such as now exists in the Library is that training
opportunities are being duplicated or lost. A centralized training function would
provide the direction and coordination necessary to ensure consistently high quality
training and equitable opportunities for training. While it makes sense for other human
resource functions to be outsourced, the same is not true for training and development;
a centralized function is a necessity within the L1brary to meet the training needs of its

highly specialized staff.

The recent * umvers1ty initiative” headed by the Senior Advisor for Staff
Development and Staff Transition has the potential to be the kind of centralized and
visible training function that is needed within the Library. Initiated in the Fall of 1995,
the stated goals of this initiative are to elevate training to a highly visible position in the
Library and to put processes in place for achieving an excellent center for the

development of- Lrbrary staff.

2. Desrgnate resources and staff to the Staff Tralmng and
' Development Office so that it can play a major role in developmg
needed skills in the Library’s current workforce and be positioned
to meet the challenges of developing future capabilities.

Financial investment in training is the most unambiguous measure of its
importance among an organization’s competing priorities. Without adequate
designation of funds and other resources, staff development will not be viewed as a
priority. In order to function effectively, the centralized training function should be
staffed by training and instructional design experts who play a highly visible role in
integrating staff development with the strategic goals of the Library.

4-58




B'ooz'Allen & Hamilton

'3'.”” ~ Improve the quallty and expand the scope of methods for
gathenng information on. employee tralnmg needs.

'Ihe centrahzed trammg functron should assume a ma]or role i in gathenng -
information on Library-wide employee training needs and in assisting service umts to
gather information on unit-specific training needs. Needs assessment information
should be gathered from multiple sources, both internal and external, to provide valid
data to drive training design, development, and delivery. Information should be
gathered internally from top management, users, and succession plans. . Information
should be gathered externally:by benchmarkmg best: practlces and studymg trends that

f*could unpact the L1brary s‘ach1evement of its missions. . 1 v

4. Develop methods to enhance and sustaln the transfer of leammg
to on-the-] ob performance i

Transfer refers to the extent that learnmg from trammg act1v1t1es is used onthe
job. Without formal mechanisms in place for ensuring transfer, the training function is
r1ght1y viewed as an expendable resource. Some ways to ensure transfer mclude

e Hold managers and trainees themselves accountable for performance
1.~1mprovement as a'result of trammg S e e

. Integrate management into the planmng and dehvery of tralmng
e Provide opportumtles in trammg activities for reahstrc practlce
e Build training mto the ]ob 1tself

e Integrate tramlng with other elements of the human resource management
system, such as selection and promotion. .

5, ' Develop methods for evaluating the 1mpact of tralnlng on job
performance and orgamzatlonal results.

The Library’s centrahzed training function should estabhsh a process for annual :
assessment of its own and the service units’ effectiveness in achieving training goals in
terms of access, impact, and cost-effectiveness. The evaluatlons should track the
performance of the training functron in such areas as ~

e Amount of training delivered and supported on andl'of_f»thejob

.. Results of trammg dehvered

Cost of tralmng per program and employee

Types of trammg methodologres / trammg prov1ders
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