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Small Public Libraries Can Serve Big
By Norm Parry

mall publiclibrariescan ddiver servicelikebig libraries, with-
out sacrificing hometown warmth and charm. By borrowing
strategies used by successful small businesses in the private sec-
tor, defining goals and exploiting ubiquitous low cost technolo-
gies, small public libraries can serve customer wants as well as
much larger institutions. Responding to just three strategic ques-
tions, any small library can improve customer service, make bet-
ter use of available resources and open up new service opportuni-
ties, without a bigger building, budget or book collection:
» What business are you in?
» What do your customers want?
» How do you get it for them?

What Business Are You in?

One of the most telling questions any organization can ask is
“What is our business?’ The follow up question, equally impor-
tant, is“What is none of our business?’

“We're in the library business, of course,” is no more useful
strategically than the caterer who says, “1’ min thefood business.”
It helps not at al to go to the dictionary and look up “library”;
your library will not be described there. Y ou have no choice but to
answer your own question, beginning with “thislibrary,” not “a
library” or “thelibrary” or (worse) “Libraries.” Theplatonicideal
“library” exists nowhere outside the student carrels of library sci-
ence graduate schools.

Y ou should ask, like ajournalist, who, what, where, why and
how.

» Who will thislibrary serve?

» What do they want?

» Wherewill we get it for them?

» Why should we, rather than some other agency, provide
this service?

» How will we provide what the patron wants?

The answersto these questionswill tell you what your business
is, and provide you with afirst draft of your revised library mis-
sion statement.

Then what is none of your business? Everything and anything
else. Face it; you can’t be al libraries to all people. The good
newsisif you aren’t trying to be everything, you can be the very
thing your small community wants in a public library. Y ou may
have to abandon some of your most heartfelt beliefs and assump-
tions about what alibrary should be, and what peopl e should want
from alibrary; but increased customer satisfaction and increased
circulation will soon replace any sense of lossyou may suffer. It's
not what you aren’t that matters, it’ swhat you are.

Defining what your library isand isn’t allows you to focus your
resources on the services most important to most of your custom-
ers and on developing connections to those specialized services

your customers may occasionaly require. For the physics under-
graduate home for the holidays who asks you for the latest infor-
mation on quantum mechanics, you phone your contact at the uni-
versity library and say, “1’m sending afriend of ours over to you;
we don’'t do quarks.” Nobody will expect you to be a college
research library, unlessyou do. To the physics undergraduate home
for the holidayswho says, “I’ mtired of all these quarksand muons;
give me something light,” you say, “Ah, we've got just the book
for you.” You have “something light” because that’s one of your
specialties, isn't it?

Give Them What They Want

What do you call a business that doesn’t give its customers
what they want, when and where and why-ever they want it? An
out of business. If you have defined your library mission as some-
thing other than everything, what are you left to do? Find out
what your customerswant, and giveit to them. Be extremely sus-
picious of words like “need” and “should” and “ought” with re-
spect to patron borrowing. 1t's none of your business what they
should, or ought, or need to read. Y our business is giving them
what they want. You have no more business deciding for your
customers what they will read than the most militant censor has.
Your job isto sense what they want, not censor what they get.

Unlike many larger public libraries, small public libraries often
have the advantage of maintaining aclose day-to-day relationship
with customers. Thelibrarian hearswhat they want not only at the
library, but also during chance meetings at the market, at the
Founders' Day picnic, anywhere people stop to talk. That helps,
but it is not enough. Anecdotal information can be as misleading
inasmall town as anywhere else.

Do the Math

Small libraries must use the same tools of analysis that big li-
braries and successful businesses use. Hard numbers are needed
to support decision-making on acquisitions, programming, dis-
play spaceprioritiesand other library management functions. Y our
numbers may be smaller, but they are no less significant. Fortu-
nately, the computing tools needed to compile and analyze infor-
mation about circulation, traffic, preferencesand costs arereadily
available and affordable in off-the-shelf hardware and software.

For a small library to serve its customers as well as a bigger
library, careful attention must be paid to actual library-use behav-
ior. What percent of your lending is fiction, non-fiction, videos,
children’s books? How many people visit the library each day?
How many items do they borrow per visit? What days and hours
do they visit most often? Measure what they do, not what they
should or might or ought to do.

Becauseasmall publiclibrary hasfar lessammunition to spend
hitting itstargets, the small library must aim better. Therifle, not



the shotgun, is the collection development analog of choice for
thesmaller library. Good, reliable, up-to-date materials-useintel-
ligenceisthe small library’ s best defense against collection obso-
lescence and acquisitions waste.

If you're spending eighty percent of your acquisitions budget
on materials that account for twenty percent of your circulation,
you' re doing your patrons no more good than the Ma and Pagro-
cery with half itsinventory tied up in canned artichokes. Y ou can
lead Rocinante to the library, but you can’t make him read Don
Quixote.

Get It for Them Justin Time

Once you' ve decided not to be everything, you can becomethe
very thing your community really wants from its small public li-
brary. Y ou must:

» weed ruthlessly
» scrounge shamelessly
» borrow strategically.

Most librarians hate weeding their collections. Once acquired,
books become members of the library family; they’re as hard to
get rid of asthe unclewho cameto visit for aweekend and stayed
for ayear. Unloved, unused, unwanted by your customers, there’s
something about an unread book that makesit as hard to part with
asthe pet cat you' ve grown allergic to. Besides evoking your pity,
a book unwanted by your library customers is prima facie evi-
dence of your failure to correctly judge patron wants, even if it
was a bestseller in bookstores and a most-read title in some other
library. And don’t you know that book you weeded last week be-
cause no one has borrowed it for five years will be Oprah’s pick
next month?

Here you must follow the example of the farmer. If you don’t
weed frequently and well, the “good” will be choked out by the
“bad.” Don't let your library collection lie fallow on the shelves.
If it's virtually dying on the vine, harvest it and give it to some
other library whereit may be moreto the customers’ tastes. Again,
witness the farmer: books, like livestock, are not pets. A book,
like a beefsteak, is a consumable with a shelf life and an expira
tion date: “ After X years, discard unread item.” It may hurt like
the dickens, and it may make you feel like Scrooge, but if you
want to keep your collection fresh and active, weed often, weed
deep.

If your budget is small and your needs are big—beg, borrow,
and scrounge. Successful small businesses don’t pay full price;
why should you? Use the classic “assuming close” known to all
good salespeople: “Would you like to donate that today, or will it
be free?’ Scour thrift stores and garage sales for books and vid-
eos, music, furniture and supplies. Go to auctions and bid low.
Distain any video not marked “previoudly viewed.” Fill in your
“must have’ classics Dewey numbers with inexpensive editions.
Purchase material sthrough alibrary consortium, regional library
system or large public library, where volume purchasing commands
substantial discounts.

Whenever possible buy the collected or multi-book combos,
instead of the individual titles. Use e-mail to establish a lively
“gift and exchange” arrangement with other libraries. Never let
personal pride get in your way when dealing for your library. “1f it
was just me, that would be an okay price, | guess, but it’s for our
little public library, and...” Think of yourself asthe noble scaven-
ger, the hunter-gatherer foraging for your culture-hungry library
tribe.

Businesspeoplecall it“just-in-time” inventory; librarianscall it
“interlibraryloan.” Itis, without question, thesinglemost powerful
tool the small library can useto extend local library services. The
use of interlibrary borrowing not only givesyou and your patrons
access to the enormous combined resources of many libraries, it
allows you to dedicate your resources — money, shelf space, time
— to your customers most immediate requirements. If you can
borrow it, you don’t have to own it. You can spend your limited
resources on the materials and services that your tightly-focused
customer profile tells you will most benefit your customers.

You're in the business of loaning, not owning. Y our goal isto
get what your customers want. How you get it will determine
whether you are abroker or broke. By concentrating your resources
on those materials most in demand in your library and borrowing
everything else, you can achieve a strategic marriage of having
and holding made in heaven. By playing the game of books “just
intime,” you will score big in customer satisfaction and cost ac-
counting.

“Doyou have...?" “Yes, wedo. I'll get it for you.”

By focusing efforts strategically on well-defined customer pref-
erences, buying, getting and borrowing strategically and defining
your mission redlistically, your small public library will be bigin
customer service and satisfaction. Y ou can't be everything, but by
concentrating on what your customers want most, you can really
be something.
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