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| have been asked to talk about the vaue of the public library. In order to highlight the public
library’s actud, potentia and unredised vaue, | propose to examine some issues which
could inhibit or facilitate the extent to which a locd library is able to contribute to the
prosperity of the locad area. Thus, to a large extent, | will be exploring the types of things
Artemus Ward was referring to when he reminded us, 'It ain't so much the things we don't
know that get us into trouble, it's the things we know that just ain't so.' *

While in some senses the gat of a new millennium is merdy an accident of Western
counting, the turn of the century will be awatershed in two important areas. For the mgority
of this millennium, and dl those preceding it, the grestest dangers individuds have faced
arose from agents outside oursalves - diseases, naturd disasters, famine. In both Palaeolithic
and Neolithic economies, the surviva interaction was entirely between people and nature; in
the Industrial economy, the surviva interaction was between people and things. In the Cyber
economy (varioudy aso cdled the Information economy and the Service economy) for the
fird time the surviva interaction is between people and people. In the early years of this
century, economics, poalitics, and persond vaues were sudied together in the universty
departments of mora philosophy. It was understood that they are inextricably linked as well
as intensdy practical. We appear to have forgotten about these natura linkages? As we
move into the next millennium, uneven digtribution of resources, together with pollution and
exploitation, dl of which have thar source in persond human motives and vaues, will
condtitute the greatest danger to individuals. For example, more than haf of the world's one
hundred largest organisations are now corporations, not countries. The world's ten richest
men have one and a hdf times as much money as the combined nationa incomes of the
world's 48 poorest countries, representative of one tenth of the world's population. The
combined wedlth of the world's seven richest men is more than enough to provide access to
basic socia services and income transfers to provide for the basic needs of the poorest one
quarter of the world's people®.
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Figure1: Thelnformation Ageis Reversing Previous Trends

Though Cyber economy interactions are between people and people, the Information Age
reverses the previous trend of aggregation of people and the resources and services they
need. The development of collections of information sources is a prime example - from a
few paintings in a cave, to a moderate number of handwritten manuscripts, to very large
collections of factory printed books, to the huge but distributed collections of documents
accessible through the Internet. The trangtion from Pdaeolithic to Neolithic and from
Neolithic to Industrid economies required concentration of resources and populations and
each resulted in a capacity to support atenfold increase in population. The Cyber economy
no longer requires that concentration. People can work independently of location, and even
where groups of workers are required, those workers can be located anywhere in the
world. In the truest sense, Austraian workers compete for their jobs on the world market,
and the qudity of our peopleis clearly linked with prosperity.
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Figure 2: Correlation between | ntelligence and Prosperity
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Increasing 1Qs are positively corrdated with increasing Gross Domestic Product.” This
sends a clear message that smarter more productive workers and more well rounded
individuas contribute to increasing prosperity. We know enough about 1Qs to know that
intellectud stimulation causes them to increase.

The roads, rates and rubbish orientation of loca councils results from responding to basic
needs as popul ations became more concentrated. The roots of the public library, & least in

its British genesis, lay in the dedire of the employing classes to control the working classes
who were starting to read seditious literature about worrisome things like human rights.

Providing ‘good’ literature, that is literature that had the imprimatur of the establishment, was
seen to be a mechanism for keeping workers passve and maleable. Public libraries were
thus amechanism for controlling the canon of knowledge. Though much current cost- cutting
would lead one to believe that a passive and malegble workforce is ill a priority for many
organisations, to be competitive in a global economy, local areas need credtive, intdligent,
adaptive and continuoudy learning people. By supporting that end, a municipd library can

maeke a dgnificant contribution to the competitiveness of the locad community in a
disaggregated world.

In this paper | will use the word competitive in two senses. The fird, the sense in which |
have just usad it, is the extent of survivability, viability or future prosperity of a locd
community in the globd environment of the twenty-first century. The second is in the sense
of being competitively priced or costed, that is, no dearer, and preferably cheaper, than
other smilar services.

The first part of the title of my paper was inspired by ajoke:

Bluey joins a new council in afarly senior podtion and on the very first weekend is
invited to go fishing by a colleague named Tex. They arive a the boat ramp and as
they load their fishing gear in the boat Bluey notices Tex has a fishing box, a bucket
and a net, but he can't see a rod. He assumes that Tex has a high-tech collgpsble
rod, so he says nothing. They cast off and head for the reef, where they drop anchor.
Bluey starts to get himsdlf organised. He prepares his bait and puts it onto the hook.
Tex nonchdantly opens his box, lifts out a grenade, pulls the pin, and tossesiit into the
water. Boom! The explosion rocks the boat violently and soaks Bluey from head to
foot. Dead fish rise to the surface dl round them. Tex grabs his net, scoops up the
fish, and puts his catch in the bucket and then Sts back and cracks atinny. Bluey just
sits there saring a him like the proverbid stunned mullet. Noticing this, Tex reaches
into his box, hands Bluey a grenade and says, ‘Well, are you just going to St there or
areyou going to fish?

Fishing with grenades is a good anaogy for two of the fads in modern management identified
by Hilmer and Donadsorr: the ‘action approach’, management by action rather than by
reflection and andyss, and ‘techniques for dl’, that is, find the appropriate solution and
aoply it quickly. As such, fishing with grenades is an gpt metgphor for many of the change
projects that are implemented in both public and private sectors. | use the word project in
preference to program quite deliberately. Under the overadl umbrella of change what tends
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to occur is sequentid implementation of projects designed to effect change, rather than an
integrated program of change.

One of the reasons we laugh at jokes is because jokes depend on mismatches in
assumptions. Bluey knows fishing is a precise act. Tex has a different view. People who fish
generdly know what type of fish they are going after and what bait and conditions are
optimal for catching that type of fish. They dso vaue the environment because they know
that if they destroy it, they will not be able to fish any more. However, fishing with arod is
an unobtrusive occupation, results can be along time coming and the taes fisherstdll tend to
be taken with agrain of sdt. Use a grenade and you get a great ded of noise, but you aso
get aquick return for your effort and people sit up and take notice.

In the public sector we have definitely taken notice of the change projects and methods used
in the private sector. Al Dunlap has probably matched on the speaking circuit the $US100
million he walked away from Scott Paper with for his twenty-month stint as CEO. Y&,
Dunlap’'s contribution to the company was cutting its research spending in haf, diminating
gaff training programs, and laying off athird of his thirty-three thousand employees. As one
commentator stated, ‘Dunlap didn't create value. He redistributed income from the
employees and the community to the shareholders.’®

| will digress for a moment to point out that the theorists wanting to describe the
stockholder, or shareholder, reationship in the public sector, coined the word stakehol der.
Stakeholders are dl those who have a vital interest in the activities of the public sector
organisation and on whom decisons and activities impact. If you subgtitute public sector
vocabulary and apply the comment about Dunlap redistributing income you start to see that
rather than robbing Peter to pay Paul, asin the private sector, you end up robbing Peter and
Peter’s descendants for the illuson of saving Peter a little on his rates. While corporations
may differentiate clearly between the organisation and the community, | am not so sure that
the difference between the local authority, as an organisation, and the locd community is
aways fully understood and articulated with regards to competitiveness.

Unfortunatdly, it ssemsthat structurad changes are assumed to unfailingly result in competitive
improvements. In this context, competitiveness means ‘as chegp as. Competitive cost has
nothing to do with competitiveness. Indeed, price based competitiveness, which has lead us
down the route of business process reengineering and benchmarking, is vadtly different from
learning based comptitiveness. When you look at process benchmarking, benchmarking
your library againgt another can tell you how chegp or economica or efficient your library is
compared with that other, and that is important to know, but it will tell you nothing about
how it contributes to loca community competitiveness in a globa economy. Indeed, while
globdisation highlights the week points in the economic systems of indudtrid nations by
increasing competitive pressures and pushing for efficiency, competitive pressures can make
organisations myopic, cutting cogts in the short term at the expense of programs and policies
that would make sense in the long tern’.

The second part of my title is a reference to something said by Mohsen Zahran, project
director of the new library at Alexandria
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You can spend all your money on roads and housing and on the poor but in the
end you simply find yourself needing more money. Real civilisation always starts
in the mind. It is ideas that make life grow green. Even our greatest problem ...
is a matter of ideas. If we do not have them and cherish them, we shall be tied
forever to the wheel of circumstance. | think the Bibliotheca [ Alexandrina] will
be a beacon of ideas for peoples like us all over the world®

Remember the perennid fairy story scenario in which some magica being offers the granting
of three wishes. When we were children, my sster and | would spend hours examining the
choices made by the characters in those dories. Inevitably, sdf-serving behaviour
compounded by imprecise language resulted in things going wrong, and the last wish ways
had to be used to put things right again. The televison advertisement in which Tim'swish to
be rich, irresstible and redly-redly cool results in him being turned into a packet of Tim-
Tams in the refrigerator, prompted me to revigt those childhood conversations and think
about what | would wish for now. Apart from the obvious - to bethin and rich - it sseemsto
me that what would | wish for is what every citizen would wish for: that al eected and
gopointed officias were incapable of telling anything but the full and unvarnished truth. This
is not to say that al councillors and council officers deliberately tdl lies, though, of course,
some of them do. Rather, | am referring to what my father used to characterise as ‘Handling
the truth cardlesdy’. Sometimes that does incorporate outright lies or ddliberate distortions,
but more often it results from unchalenged assumptions and unquestioning acceptance that
what we ‘know’ redly is so. None of us are immune to holding questionable beliefs. We dll
have limitations on our ability to detect and correct for biases in incomplete and
unrepresentative data. We eagerly interpret ambiguous and inconsgtent deta in the light of
our pet theories and a priori expectations. These are a measure of our values and they
moativete us to indulge in wishful thinking and sdf-serving distortions of reality. We accept
second-hand information and the digtortions introduced by others who summarise the data
for us, and we tend to see in random data regularity and order where only the vagaries of
chance are operating.

It is commonly predicated in local government that one of the reasons for requiring fast and
radical change is that eected representatives have a notorioudy short-term view, largely
because they have their eyes only on the next dection. Appointed officers, however, it is
assumed, take the long-term view and make unbiased decisions based on the facts while the
decisons of dected representatives are self-serving and biased and based on their need to
ensure they are re-dected. Occasondly a politician will do something that appears to
confirm this assumption, for example, Bob Hawke' s recent advice to an African government
that implementing gambling as a revenue-rasing mechanism is politically risk-free.

| contend that we must vigoroudy chalenge dl of these assumptions. Psychologica research
shows that the modd of unbiased judgements and decisonrmaking is unredidic and
objectivity is a psychologica imposshbility. Humans suffer from a cognitive ingbility to
eliminate bias from thar interpretation of information. Bias typicaly enters unconscioudy and
unintentionaly at the stage of making judgements, though this does not preclude deliberate
misrepresentation at reporting stage of performance measurement or in judification of a
decision. So-cdled impartia judgements are therefore likely to be unconscioudy biased in a
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manner that is commensurate with the individua’s salf-interest,” something the psychologists
cdl ‘sdf-sarving bias’™ regardless of circumstances and methodology. The hierarchical

nature of the accountability chain in the public sector together with the asymmetrica nature
of authority relationships™ though designed to diminate bias, facilitates salf-serving bias.
The traditiona hierarchica view of accountability to officid superiors serves only the party
who delegates responsibility.™ In particular, individuals who know the expectations of those
to whom they are accountable tend to conform to those expectations.™ Judgment quality
may suffer because an individud’ s views are shifted in the direction of the person to whom
they report.* It is dso worth noting that many of the mechanisms that increase cost-based
competitiveness, such as outsourcing, are also mechanisms that reduce traditiona public
sector accountability.

It is possbly superfluous to remark thet, in local government, elected representatives are just
that, local. They tend to be long-term residents with deeply rooted associations. They are
aso far less mobile than career minded appointed officers who are more likely to have a
short-term view because they have their eyes on their next job. It tends to be the gppointed
officids who go fishing with grenades, attract atention, and move on to a bigger pond and a
bigger grenade before the full impact of the explosion becomes apparent. Loca eected
representatives are fully aware that more than just their immediate re-election hangs on their
decisons. Propengties for sdf-serving bias asde, there is a fundamenta difference in
responsbility. The gppointee is an employee tasked with providing services within the
context of an organisation (whether library or council). Thus the officer is respongble for
ensuring that the operation is competitive in the sense that it is leanly run, that wastage is
minimised to maximise return on available funds. The eected representative is ultimately
respongble for ensuring the long-term survival and prosperity of the community. The
chdlenge is to ensure that cost-based competitiveness does not compromise the capacity to
compete for those things that deliver prosperity. Thereis awhole lot of difference between
saving and wealth- creation.

The current development cycle in public organisations starts with legitimacy being conferred
by the population in the locd area. The politics area then defines the development and
mandates the management area to arrange for it to be implemented. The services area
carries out the actual implementation and finaly the population area passes judgement on the
politics area, every three to four years, on how this has al occurred.” Instead of the current
convention of elected representetives setting the direction of what should be done and

gopointed officers filling in the detail (which in the case of libraries tends to come down to
virtudly dl decison-making) perheps, in order to minimise the impact of sdf-serving bias,
these roles should be reversed. Appointed officers would be charged with identifying and
justifying what should be done, and dected representatives, who are closer to the loca

community, would take responsbility for fleshing out the details of how it will be done,
because, in terms of impact on the community and propendty of solutions to cause
problems, process is as important as the result. As Glyn Thomas said in his autobiography, a
rare example of an autobiography thet is neither salf-serving nor salf-aggrandising, ‘ the truth
isin the walking. We are betrayed by the destination’ °
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| want to turn now to examine how we measure the vaue of a public library. | have to say
that | am particularly cynica about the generic approach to demondrating the vaue of

libraries. When you are talking about a particular community, the generic value of librariesis
anonsense. If you are talking about contribution to loca competitiveness, libraries are not
interchangeable.

Defining vaue in the context of libraries is complex. Even where it is centraly defined and
formally shared, vaue is a context-dependent, subjective, socia construct.'’ It is attributed
by a person. Your answer to the question: ‘What is the vaue of your public library? will
depend entirely on your definition of the word ‘vaue', your own persond vaues, and the
distance of your horizon. When we talk about vaue we tend to be thinking vaue-for money.
It would appear to me that most decisonmakersin loca government think - *What can we
charge for it? Thereis a very good reason for that a reason which lies in the redity of
performance measurement.

Figure 3: The Reality of Performance Measurement

| have written at length about the methodologies | have implemented to measure the vaue of
individual libraries™® but those methodol ogies focus on jugtifying annua budgets. The bottom
line is that librarians have to be able to demondtrate the vaue thet libraries add to the gods
st for senior officids. Whatever the rhetoric about services and benefits the truth in publicly
funded organisations, isthat the CEO has mandated gods which are usudly short-term and
financid. The gods have measures, which, d course, become the goals of the person(s)

who report to the CEQO, and thisis replicated al the way down the line. So, unless you can
demondtrate that your operation contributes to the CEO being seen to be a good financia

manager, you have little hope of surviva, of ensuring that those who alocate resources will

continue to support dlocation of funds to the library. Therefore, short-term performance
reporting requires demondrating vaue in terms of return on expense, on the budget for the
year, in order to demonstrate that your operation benefits the persond agendas of decison
makers.
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Figure 4: The Purpose of Current Short-Term Performance Measurement

Even though municipd libraries, by and large, report in terms of outputs, in redity most
output measurement in libraries is a surrogate input measurement. It focuses on cog, on
quantity for money rather than vaue for money. Reporting on vadue for money tends to
revolve around short-term immediate return on expenditure, that is, the library tries to make
manifes its contribution to good financid management. Demondtrating vaue, however,
should be more than a matter of merely showing that alocation of funds is skewed towards
aress of highest demand. It is also possible b demondtrate that  expenditure on libraries
contributes to the current economy of the area, and results in some cost-reduction in
ddivering other Council services. All of these benefits can be quantified in monetary terms.

For example:

A large proportion of the money spent on providing alibrary service goesin staff sdaries.
Most of those salaries are recycled into the community or returned to the community in
tax-funded grants and subsidies, or spending on locd infrastructure and services by other
levels of government

A public library dlows many users to share library resources, reducing the community's
expenditure on books, magazines, newspapers and other library materids (of which very
little remains in the community and a proportion of which goes overseas) and therefore
frees up persond discretionary income to be spent in other ways in the community. Even
assuming a smal amount, say $100 per annum per capita, the cost of 68 paperback
books at today’ s prices, would mean an economic benefit to local business of $100,000
per 10,000 population

Council can redise consderable savings by digributing council information through the
library rather than ddivering it by other means. In addition, the ‘recyding’ inherent in
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library provison of access to books, newspapers and magazines, reduces the amount of
paper waste and therefore the cost of waste disposal.

As an added benefit, participation in resource-sharing activities such as the inter-library
loan system, provides local residents with accessto afar larger resource than that owned
by the council. Wherever you are resdent, the locd library dlows you to receive the
same benefit from the nationd distributed collection.

Outcome reporting is ill in its infancy. However, the main outcome of public library
provision tends to be seen to be current customer satisfaction. In the short term, achieving
customer satisfaction requires religbly and consgtently satisfying customer requirements for
qudity, quantity, timeliness and service performance, and satisfying those demands cost-
effectively, which means reducing or avoiding costs to customers.

If, asit should be, current customer satisfaction, though undeniably an important measure, is
identified as a short-term, interim outcome which does not displace the ultimate outcome,
competitiveness in the sense of long-term community viability and prosperity, the main
outcome we should be looking for is gains in community competitiveness which can be
directly attributedto the library. In such a dimate, the library becomes a beacon of
idess.

The bridge between short and long-term vaue of the library is the vadue of the librarian.
Though thisis normdly not factored in, it is a matter of survivd for librarians to demondrate
their value. Counting people as costs, not assets, condtitutes a powerful incentive to minimise
costs. The mechanisms which tend to be put in place to ensure that saff are worth the
money spent on them tend to be mechanisms for control, rather than mechanisms for

vauaion. If we apply the logic of modern accounting practice, alibrarian isan asset. Where
current year bottom line is the watchword , this raises some interesting questions as to how
we caculate the total vaue of alibrarian. Organisations generdly find it difficult to diginguish
between the cost of paying people and the value of investing in them. How do we assess the
vaue not only what a librarian does, but of what thet librarian knows. This is an issue |

explored in depth in a paper | gave a the ALIA Specias Conference last year.™ To
summarise, we tend to fully expense sdlaries and training, but some of what people learn,
and some of what they do, in the accrud sense, returns value only in subsequent years.

Therefore, ingtead of saying our librarian cost us $50,000 this year, it might be that you can
say that, say, 75% of the sdlary is expensad, which means that, in subsequent years, you
look for a return on the 25% of the salary that represents an investment. This should put
librarians on notice that they have to keep ratcheting up the benefits they return to the
organisation and to the community, increasing it every yeer to reflect the increased sze of the
investment in them and to demondrate that the skills and services provided by librarians are
acritical contribution to the overdl benefits redised from provison of apublic library.

It is not unusud for libraries to both justify annua expenditure by gtating thet in addition to
the short-term returns on expenses, expenditure on libraries ddivers the benefits that accrue
to a community from its access to life-long learning and culture-transference opportunities,
and fall to quantify the actual value of this aspect of libraries. It isimperative to implement
gppropriate performance measurement and reporting to demondrate the long-term
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contribution of the library to community learning and development outcomes. Perhaps, the
benefits can be demondtrated by something the Greek philosopher Heraclitus said. ‘It is not
the strongest of the species that survive, nor the most intelligent, but the ones most
responsive to change’ How responsive is your community to change? Accurady
demondrating the actud vaue will aways be difficult if we take the long-term view because
it will entall conducting longitudina studies, but it should not be impossible. For example,
funding for libraries can be corrdated with the relative success of a resdent cohort over
time, or the financid benefit of reducing leskage of population to metropolitan areas can be
charted.

There is no other more effective method than education for incressing the capacity of
humans for change. As a society, we invest alot in the education of our children because we
know from experience how impossible it is to predict what the future holds for them, and
therefore we believe that the body of science and understanding we can bequegth to them is
dill the best investment we can make for them and their future. We are aso recognising the
importance of life-long learning. However, while we tak gbout the role of the public library
in life-long learning, we gppear to fail to make the connection between those opportunities
within a locd area and the overdl competitiveness of the area, and we certainly have not
focused energies, resources, knowledge and <kills towards improving life-long learning
outcomes. There is much compelling evidence that, of the determinants of student learning
outcomes over which the school has influence, the teacher isthe most Sgnificant. In alibrary,
| would argue, it isthe collection that assumes the sgnificance that the teacher hasin a
schoal. The collection represents a long-term investment in intellectud capital. The stock
market prices high-tech stocks at a higher premium-to-book-vaue than stocks in industries
with mature technologies. In other words, it sees the intdlectud capital as seeding for the
future. In mergers and takeovers, this is clearly manifested. A good business is typicaly
vaued a saverd times the value of its tangible assets. The differenceis the potential added
vaue of the intdlectua capitd in its key people. Therefore, the better the intellectud capita
of acommunity, the more competitive it will be.

Lest anyone is Stting there thinking, ‘But the Internet will replace libraries let me say a
couple of things. When | use the word ‘collection’ | do so in the broadest possible sense,
induding Internet-based resources to which the library facilitates access. | must make a
couple of points about the essentia differences between Internet-based information and
resources and those that are part of the physicd collection in the library. On the Internet, the
information avallable represents a rapidly expanding piece of the red world with al its
imperfections and diversty. You will find the views of experts and thus some materid on the
Internet is an extenson of the accepted canon of knowledge presently to be found in the
libraries. In some cases, you will aso be able to correspond directly with those experts,
thereby adding the erriching experience of debate to the distilled knowledge to be found in
the publication. There is, however, no guarantee that The Internet will deliver the depth,
comprehensveness and reiability of a good library collection. Indeed, on some subjects the
large majority of articles are biased towards one side of the argument® or are frankly
advertorid. There is dso the question of invighility. If alibrary holds an item, users will be
ableto find it in the catalogue. On the Internet there is no such guarantee. The mgjor search
engines only find a smal proportion of the documents actudly available because search

10
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engines indexes are not exhaudtive. Search engines are not equd. For example, Alta Viga
covers only 28% of the documents on the Internet, while Infoseek covers only 10%. In
addition the number of hits any topic achieves appears to be a measure of popularity,
celebrity or notoriety, particularly in the United States, rather than importance to society.
For example, a search on Bill Clinton will result in three times as many hits as a search on
Albert Eingein, who is aso just beaten by Ronald Reagan, and ten times as many hits as on
Marie Curie.

Getting to the truth about our libraries depends on the performance measurement that goes
on in those libraries and around those libraries. Smdl things have large consequences.
Measuring the quality of a collection by its average age (that is, the date of publication of the
volume) can result in anomalies. For example, a copy of Virgil’s lliad, published in 1998,
being seen to be *better’ than a copy of the lliad published in 1928. A copy of The Diet
Cookbook for Royal Dogs, atitle | made up to highlight trivia content, published in 1998,
would be regarded to be infinitely more meritorious than a collected works of Shakespeare
published in 1968. Worse, and this is something | have seen happen, collections may be
weeded of valuable content, including rare out of print items and first editions, in order to
reduce their average age. Trend analysis on the rate your collection is aging can provide
some ingght into the appropriateness of funding for collection purposes. The annua budget
can be a proxy for one indicator of collection quality. However, unless you also monitor the
rate a which the content of the collection is becoming obsolescent together with the breadth
and depth of the collection, you will gain no useful ingght into whether your library has the
potential to be a beacon of idess.

In the accrua accounting sense, the vaue of a library collection represents depriva vaue
based on commercid price, not on the vaue of the ideas in those collections. Of course, on
an idea by idea bass, an idea that is priceless to one can be worthless to another, but
overdl, like education, we do not know what the collective vaue of the collection, or even
the vaue of asingle ideais except in hindsight. So we need other means of establishing the
vaue and qudlity of the collection.

My colleague Charles Willett, editor of Counterpoise, the review journa for dternative
literature, provides oneingght into the complexity of this. He recounts how, when he entered
Harvard as afreshman in 1950, Lamont Library, the first undergraduate library in the United
States, was very new. It boasted a beautiful collection of 100,000 volumes selected by the
best bibliographers and professors. This library greetly enriched his study of philosophy,
literature, history and political science over two years, at the end of which he asked for a
leave of absence, enlisted in the army, volunteered for Korea and nearly got killed. Nothing
he had read in Lamont Library, Charles says, gave him any indication that he was being very
stupid.

Charles gtory, and my own persona observation, suggests that one indicator of library
collection qudlity - the ‘balanced collection’ - is often nothing short of a fdlacy. It was bad
enough in the 1950s, when the issue was merdly the views of the establishment, the
accepted canon of knowledge. In that regard, | think it behoves everyone who has anything
to do with library collection management or funding, to remember that the discoverer of

11



Cram: Fishing with Grenades or Greening the Mind...

blood groups kept framed on his wall for the rest of his life, the rejection letter he received
from The Lancet. In the 1990s, as the discipline of the market-place increasingly drives our
libraries, we are led to believe that demand creates supply. Quite often it is the other way
around. Supply creates demand and this can happen on more than one leve. The supply
system to a library can be heavily weighted and rigged by al sorts of things other than
readers preferences. These things can range from outsourcing of selection, as we have seen
from the Hawaii experience, to over-reliance on one library supplier. The ‘free market of
ideas is a myth, a least in relation to the ideas conveyed through books and media. The
book market, like the commodity market in generd is an oligopolistic system. It is a free
market for those who have the big money.?* Certainly, collections tend to be heavily
weighted towards mainstream trade publications because those are the ones that are heavily
advertised, and thus easy to identify and buy. Alternative voices tend to be scarce in our
library catalogues. Compared with books from aternative publishers, books from one of the
big publishing conglomerates are likely to be more widdy distributed and displayed, and
therefore bought by libraries. In a market place of ideas, information is assessed for its
ability to grab market share, not for its vaue or truthfulness® How much of your budget
over the past year has been gobbled up by what a staff member of mine refers to as ‘The
Diana Industry’?. Even readers preferences can be rigged by supply. In the 1960s and
1970s a number of studies demonsirated that little old ladies like to read romances, and little
old men like to read westerns. Those studies tended to be conducted in old peoples homes
or other Situations where the available collection was aready pre-sdected in line with those
assumptions, which goes some way to demondtrating the potentid pitfalsin purdy demand-
based collection development. Some years ago | started questioning our acceptance that
women use public libraries more heavily than do men.# | pointed out that there is an uneven
digribution in public library collections that favours English-speaking women. Nothing | have
seen subsequently leads me to believe that this bias has been diminated.

Then there is the issue of censorship. We tend to think in terms of incidental censorship,
cases where individua books are challenged, but systemic censorship is more of a problem.
That is, the censorship that occurs when the system limits the coverage in the collection in
order to avoid controversy, whether by not buying particular books, not providing access to
certain points of view - which can be as basic as demanding the remova of the condom
pamphlet from the AIDS information kits distributed in the 1980s - or by implementing filters
on Internet access. These are dl examples of the persona values of some individuas being
alowed to compromise the range of content offered. While | do not want to belabour the
point about censorship, | will just comment from my experience as part of The Internet Filter
Assessment Project®* last year, that Internet Filters are software products that, in some
cases, represent much wider persond values than concern about pornography. There can be
adrong far right influence on the criteria used for blocking, so be careful. If you ingdl afilter
to protect library users from sexudly explicit materids, you may find that you have adso
bought into racist and pro capita- punishment vaues. While your users will not be adle to
access pictures of bare bits, they will adso will be blocked from accessing facts and figures
about the racid compostion of prisoners on death row in US prisons or the web-Stes of
anti capitd punishment organisations. On the other hand, they will be able to access
photographs of convicted prisoners taken during and after execution.
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The disciplines of the market place entrench in libraries short-term focus and short-term
gods. Wha reaults is tantamount to ‘managed intelectua care by andogy with the
managed care common in the United States and now being introduced into our hospitals and
health services. While managed hedth careis judtified as being a method of dlocating scarce
community resources, if you saw the movie, ‘The Doctor’, in which William Hurt played a
doctor suffering from cancer, the red effect of managed hedth care becomes apparent.
Hurt's character befriends a felow patient who is dying because her HMO refused to
dlocate $1,000 for an MRI that would have picked up her brain tumour at the treatable
dage. In the event it was not a saving because when eventualy it was diagnosed, treatment
cost much more and failed to save her life, which denied the community a life-time of talents
and taxes.

Anticipating the new millennium, Audrdia has been sressng sdf-actualisation, on becoming
a republic, but what about the republic of the imagination? Humans live much of ther lives
quietly within the stories they tell themsalves, in their own minds, and the better informed,
more flexible, more imaginaive, and more simulated those minds are by language itsdf and
the totd culturd iconogrgphy avalable through it, the more informed, flexible, and
imaginative the outward behaviour of the person will be in resolving life issues. People who
are unable to develop, enrich, and guide the evolution of the story they are tdling themselves
about themsdves cannot be said to be capable of the crestive, inteligent, adaptive and
continuoudy learning behaviours thet are required if an individud is to prosper. The mindful
content and simulation of the library produces the dreaming or sufficient awareness of
potential to produce new growth paths.”®

Municipd libraries can return significant short-term and long-term financid benefitsto alocd
area. To ensure they do so, two significant changes need to take place, both of them
changes in perception. Firgt, to paraphrase Clark Kerr, former president of the University of
Cdifornia it must be accepted that the purpose of alibrary is to make people safe for ideas
- not ideas safe for people. Secondly, to paraphrase Socrates, it must be accepted that an
unexamined library is not worth having. Library staff can safely be left to ddiver the day-to-
day services. Library management can safely be left to ensure that the short-term return on
expenses is redised. It requires the whole community to ensure that the investment in
intellectua capita is wisdy dlocated and that the intelectua capita represented in the
collection is compromised neither by the so-cdled discipline of the market-place, nor by the
persond vaues of individuas. In the 21t century, the globa society will be an information
based, knowledge-work society. In such a society, information provides the primary means
by which work is accomplished® Therefore, to ensure that a local area is competitive, its
residents have to be able to function effectively in the world of idess, to think criticaly and
cregtively, and be lifelong learners. To ensure that community outcomes will be optimised,
the task for loca authorities is to provide the vehicle and systemic frame by which
trandformation in ther public libraries can occur. As representatives of the community,

elected representatives mugt, therefore, take a close interest in the overdl quality of the
library collection and its potentid to contribute to gains in community competitiveness. Redl
leadership transcends perceived limitations. Loca councillors must provide such leadership.

13
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Finaly, | cannot stress strongly enough the need to reconceptualise public library services.
This involves underdanding the difference between the library’s place as part of an
organistion, the local authority, and the library’s role in improving the long-term
competitiveness of the locad community. It requires being committed to embedding an
outcomes basad philosophy. It will be facilitated by bringing the library into the mainstream
of the council, rather than alowing it to occupy the place so many public libraries do occupy
- that of afriendly dien.
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