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THE DEVELOPMENT OF LIBRARIES AND NETWORKS:

Prospective Roles and Responsibilities for Libraries in New Jersey

EXECUTIVE SUMMARY

Libraries have always been part of the fabric of American society.
Today, libraries play an important role in the activities of business, govern-
ment, hospitals, educational institutions and our local communities. What is
this role? In general, libraries serve as clearinghouses for recorded knowledge.
They are the major .sour'ce of published materials that are available for educating
our children, conducting revsearch programs, making informed decisions and

enriching our personal lives.

For publicly-supported libraries, the ability to perform this essential
service role is being eroded by a number of national trends. Inflated prices,
growth of information and technological chanQ‘é have all taken their toll upon
the traditional practices of these libraries. Without the ability to respond
to economic and institutional pressures, many publicly-supported libraries

face an uncertain future.

The Commission concludes that a revision of library laws and aid programs
in New Jersey is necessary in order to adequately address these pressures.
Changing the legal framework for New Jersey's libraries must be combined
with stronger State assistance for library services. The revised laws must also
provide a flexible and up-to-date method for resource sharing among libraries
on a statewide basis. In short, our libraries must be granted the means to

fulfill their responsibilities to the citizens of New Jersey.

Issues Challenging New Jersey's Libraries

A number of key issues rise out of the economic and institutional

pressures confronting libraries in the state. The most serious problem is
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getting enough money to support the broad service role of libraries.
Library budget requests are often given low priority in the allocation
of available funds. In many cases, this situation is made worse by
legal limitations on increased spending by government. Finding the .
financial resources to improve or even maintain the delivery of existing

services has become an almost impossible task.

Structural problems are especially apparent among both public and
school libraries. These difficulties stem from the piecemeal nature of
library law. Local libraries are operating under an ambiguous and increas—
ingly outmoded set of laws. The relationship between library governing
boards and town officials, limited school library support, and conflicting

service roles of county libraries all grow out of existing statutory provisions.

The central question concerning librarie? is the role of the State in
addressing financial and structural problems.’ Both the State's library |
assistance programs and the New Jersey Library Network were set up in
response to these basic issues. However, the current aid and network
programs have been in operation for more than 10 years and are beginning
to show their age. The steps taken by the State to upgrade its longstanding

support of libraries will be the key to maintaining a broad service role for

libraries in the immediate years ahead.

The Commission's Findings

A number of specific conclusions were reached by the Commission
that confirm the overall insufficiency of existing library laws. First of all,
the backbone of library service to New lJersey's citizens is the local library.

Most people desire nearby access to a community library and are looking for
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basic up-to-date services. However, the purchasing power of local
library budgets has been declining in recent years. This budget

erosion is starting to limit services. Local public and school libraries
have had an especially difficult time in their efforts to maintain services.
Many libraries have been forced to purchase fewer new materials for their
collections. Some public libraries have curtailed the operation of branch
outlets. Overall, attempts to obtain increased local appropriations don't
result in the level of funds needed to hold the line on new materials or
hours of operation. In addition, limited accountability to local governing
officials has often affected budget requests. Hence, a serious pattern of
financial distress is emerging from the decline in the purchasing power of
library budgets. In order to preserve the services of these libraries, local

financial support will have to be stabilized quickly.

Through the assistance programs administered by the State Library,
New Jersey has tried to offset the financial and service pressures on
individual libraries. However, each of these programs has begun to fall
short of its basic goal. For instance, the per capita aid program to public
libraries is consistently underfunded by the State. This program is also losing its
ability to act as an incentive for higher local library funding. At the same
time, state assistance for school libraries has been limited to consultative

services.

Resource sharing among different types of libraries through the New
Jersey Library Network also suffers from underfunding as well as from
limited participation because of outmoded statutory provisions. Networking
can be the key to overcoming the practical limits to individual library
resources. However, it is further frustrated by instability in county library

systems and fragmented planning at the state level. Overall, the State
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Library does not have sufficient developmental programs to offset local
funding limitations, improve the provision of specific library services,

or coordinate statewide resource sharing through a networking process.

In contrast, the Commission is encouraged by the proposed new
State plan for library services in New Jersey. This plan is now being
developed by the State Library and will subsequently become a part of
the Department of Education's program to improve the process of education
in New Jersey. The plan will seek to promote and improve library services
to all of the state's citizens. To achieve this broad goal, the needs of all
types of libraries and the concerns of the library profession are addressed
in the plan. However, implementation of this proposed framework for library
services will require new laws, improved State financial aid, and better
intergovernmental cooperation. The Commission believes that its recommen-
dations for libraries in New Jersey contribut: to the fulfillment of this

proposed statewide plan.

Improving the Development of Libraries and Networks

This report contains 30 recommendations to change the nature of
New Jersey's library laws and assistance programs. A brief description

of the Commission's major proposals is provided as follows:

* Overall financial support for public libraries should be
improved by changing the legal minimum level of property
tax support. Higher local government appropriations should
also be encouraged by increasing the level of library aid
received on the basis of tax effort.

-L-
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* An educational mission for school libraries should be clearly
established in state law. Specific responsibilities under the
N.J. Public School Education Act of 1975 are necessary as a
first step toward developing aid standards for school media

services..

« The governance of public libraries should be made more
accountable to local elected officials and their administrators.
In addition, wider representation should be possible on county

library governing boards.

» The organization of county library systems should be addressed
by making several reorganization options available in law. A
single county-wide study and referendum process would be used
both to determine whether restructuring a county library's
pattern of services is desirable and to adopt a selected option.

*The structure and functions of the New Jersey Library Network
should be substantially revised in light of emerging national
networks and new federal directions. The objectives of this
revision would be to improve participatigh in the network and
upgrade network services. Regional library cooperatives and
a statewide bibliographic access center would be established to

facilitate search and loan services.

* New library aid programs should be established to both offset
rising costs of operation and improve the library development
process in the state. Five programs of additional state aid to
libraries are proposed, namely: collection development for
public libraries, branch library assistance for hardship munici-
palities, preservation of valuable materials for qualifying
libraries, assistance for regional audiovisual libraries and

expanded assistance for a revised statewide library network.

Coordination between the Departments' of Education and Higher
Education planning for libraries should be established at the
state level. Special funds would be made available to underwrite
joint activities and insure compatibility with the New Jersey

Library Network.

-1~
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It has been more than.10 years since the statutes and programs to
support libraries were substantially amended by the New Jersey Legislature.
In summary, this report reviews the experience of libraries during this
period, considers the need for change in existing governmental policies
and concludes that a second major revision of the State's role in assisting
libraries is necessary. The recommendations outlined above provide New
Jersey's libraries with the means to continue their broad service role during
the 1980s. The Commission urges both Executive and Legislative responses
to these proposals. The State can do no less and still promote access to

quality library services for all of its citizens.

e
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CHAPTER |

- CHALLENGES FACING LIBRARIES IN NEW JERSEY

. The winds blow but the library stands, and this may be
because it has hold on a rock of purpose, whether articulated

ar not.
~ Lowell A. Martin, 1978

Libraries are thought to bea necessary part of our society. This
fundamental belief in the library institution has held constant since the very
first local libraries were establighed early in the history of America. As a
result, a library is generally pictured as part of the essential background of
the community as a whole. While this view is still true, it is also out of date.
Today libraries also play .a part in bu’siness, government, hospitals, colleges,
and universities. In short, wherever information is needed a library will often
supply |t Public, school, academic, and special are the terms used to

describe general types or categories of libraries that serve modern society.

Much material has been written in response to questions about the nature
of libraries and their ongéing de\-/elopment. Though there are important
distinctions between the various library types, they nevertheless share certain
common features. First of all, most libraries have the same general purposes,

namely :

s acquiring a collection of reading materials and factual information;
- finding alternative sources of materials and facts;
-organizing the collection so people can use it; and,

-.answering questions from people using the collection.
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The actual manner in which a particular type of library carries out these

- functions depends upon the characteristics of the people it serves. Another
common observation is that few libraries are really independent. Most libraries
are organized as part of a larger institution or jurisdiction. This "parent"
entity financially supports a library in order to satisfy its information needs.

This report, The Development of Libraries and Networks, is concerned primarily

with libraries in New Jersey that are largely supported by public funds. This
group includes the public, school, and academic types of libraries. Each of
these three kinds of libraries functions as part of the general process of public
education. However, public libraries also have a broader purpose in that busi-
ness and recreational library services are offered as well.

The Nature of Libraries Receiving Public Tax Support

Individually, libraries tend to fall into distinct'types because they are
associated with particular societal roles. Usually the role of a library is
inherited from the point in time when it was first established. It is difficult,
if not impossible, for a library to change this basic service role once it is set.
For example, one of the earliest versions of the public library is the association.
Associations were often established by a group of public spirited citizens in order to
open private reading cc;llections to the local townsfolk. Many associations were
first chartered by the early 1800's. Besides serving as libraries, they also acted
as memorials to the ideals and accomplishments of the American Revolution.

The now extinct Library Company of Trenton, established by Benjamin Franklin
in 1750, is a good example. A number of these associations are still in operation,

especially in rural areas.
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Around the same period, another kind of community library began to
emerge in the major cities. Supported with public funds and open to all

residents of the town, they came to be called free public libraries. Later,

free county libraries were formed for those towns without free public libraries.

Together with the associations, the public and county libraries offer a very
wide range of services since they are open to all residents, regardless of

age or education.

Overall, every type of publicly-supported library can be identified
with a historical role that suggests its overall function today. Building upon
their early communitywide role, public libraries currently provide for the
educational, informational, recreational, and at times the cultural needs of
community residents. Similarly, school libraries began as classroom aids and
now are thought of as an integral part of the process of basic education.
Academic libraries in colleges and universities continue to offer the wide range
of recorded knowledge needed by students, scholars, and researchers. All
of these libraries can be thought of as a part of the evolutionary process of
their sustaining parent institutions; expanding services in order to satisfy

new information needs.

Some types of libraries are really integral parts of the institutions
that support them. This is especially true for school, college, university,
and many special libraries. In these cases, the libraries are directly
accountable to the general administrators of the school, college, etc. On
the other hand, free public and county libraries are largely autonomous
local agencies. In this case, library administration and budget activities are

the responsibility of an independent board. There is reason to believe, however,
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that these libraries are starting to become more integrated into the general
operation of local government. This closer relationship is partly due to the
rise in local fiscal pressures on the governing bodies and the resulting need

for greater accountability to taxpayers.

The conclusion made from these observations is that = publicly -supported
libraries have evolved into a legitimate function of government and its agencies,
especially when viewed in a historical context. The link between the library
function and government is a long-standing one at both the local and state
levels of government. It provides the basis for a continuing State role in

aiding the further development of libraries in New Jersey.

Encouragement by the State

About a hundred years ago, the State Legislature passed a law allowing
municipalities to form free public libraries. A short time later, another new
law established a state program to assist communities in actually providing
library services. This "aid" program was designed to lend library materials
to municipalities, including to those towns that had set up free public libraries.

Overall, these two enactments represented the beginning of the State's interest

in promoting local libraries in New Jersey. Since this process began in 1879,

the role of the State has now grown into an often conflicting body of laws, as
well as a major library aid program. Table I-1 outlines the structure and general
intent of the major statutes providing the legal basis for the library function

in New Jersey today (see following page).
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Fable 1-1

THE LEGAL BASIS FOR LIBRARIES

- Category Citation Description

State Library N.J.S.A. 18A:73-26 et seq. These statutes provide for an
advisory council, state librarian,
and duties. Major responsibilities
include coordinating a statewide
- system of libraries, administering
state and federal programs for
the development of New lJersey
libraries, and providing services
to state government.

Municipal and N.J.S.A. 40:54-1 to 35. These statutes provide for the

County Libraries N.J.S.A. 40:33-1 to 14. establishment, governance and
funding of local public libraries
in New Jersey.

Library N.J.S.A. 40:9A-1 to 4. These statutes and regulations
. Federations N.J.A.C. 6:64-1.1 et seq. provide for the organization and
services of library cooperatives
among public libraries.
State Aid to N.J.S.A. 18A:74-1 et seq. . These statutes and regulations
Libraries N.J.A.C. 6:68-1.1 et seq. to provide for the distribution of
6:68-3.1 et seq. state aid, minimum standards for
‘ public libraries, and the New
Jersey Library Network.
Federal Aid to N.J.A.C. 6:6%9-1.1 et seq. to These regulations provide
Libraries 6:69-2.1 et seq. standards for the use of
certain federal aid funds.
Librarians N.J.S.A. 45:8A-1 to 4. These statutes and regulations
N.J.A.C. 6:11-12.7 and 12.21. provide for educational standards

and state certification for pro-
fessional librarians.

The State's efforts to help libraries per se were related to a number
of other forces that also encouraged local libraries to be established. A
rapid process of urbanization and the desire for local autonomy were cer-
tainly key factors. The creation of local school districts and the state
system of higher education combined to also play an important part. As it
turns out, most publicly -supported libraries evolved both as sources of

community pride and as tools of education (see following chart).
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As the chart suggests, a wide range of libraries has emerged
in recent years. State government has played a central role in this
pattern of library development both through the direct promotion of
libraries and as a consequenée of its broad program of public education.
Cenerally, the State cannot easily disassociate itself from any public
institution or service that it has helped to create. Such an action would
not be in the public interest that helped to initiate a particular service in
the first place. This kind of moral obligation on the part of the State also

applies to libraries and the services they provide to citizens. More than most

other public functions, libraries, particularly at the local level, depend upon

the State for continuing assistance and guidance. There are a number of

reasons for this situation.

The Basic Dilemma

Libraries are nearing a very important crossroads to alternative ways

of cdnducting their business. The decisions that are to be made could

substantially alter the pattern of future library development in New Jersey.
Yet the process of changing the course of development has proven to be a
difficult one. A question must be raised as to why it has been so difficult

to select a proper course of action. Libraries in New Jersey are essentially

caught in the proverbial vise. On the one hand, there are mounting pressures

to change the traditional methods used to undertake further development of

libraries. At the same time, there exists a continuing inability to make any

specific changes in these procedures. As a result, libraries look more than

ever to State government for leadership and financial assistance to help guide

impending changes in the course of development.
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Irresistible Forces ....

Pressures to alter some of the ways in which libraries operate have

become significant and cannot be ignored any longer. The number one

factor affecting the nature of library development is clearly the rising costs

of operation. There has been a large cut in the purchasing power of the

typical library budget. As a result, expenditures for necessary staff have
accounted for an ever greater portion of the total budget. Conversely, the
budget percentage allocated for materials to augment library collections, including
books, has been decreasing because of both staff expenses and the dramatic rise
in the market prices for these materials. All types of publicly-supported

libraries are experiencing this cost squeeze in their basic service operations.

The problem of rising costs and shrinking purchasing power is not
unique to libraries. Just about all public institutions and agencies face the
same thing. What makes the lack of money problem special for libraries?

Libraries have been particularly hurt by the cost squeeze because of the

traditionally low priority of their budget requests and increases. Past budgets

have usually been tight and little cushion is available to absorb the effects of
inflation. The situation confronting publicly -supported libraries is only made
worse by the recent adaption of property tax limitations known as "the caps."
Thus the current, weak fiscal picture for libraries can be expected to begin

to erode the services they provide unless some ways of encouraging additional

financial support are forthcoming.

However, no amount of change, regardless of its approach or features,
can ever truly solve the problem of rising costs. It is simply unrealistic to

expect to absolutely reverse the trend of tighter financial affairs. Instead,
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there must be a recognition that, individually, most libraries will not be
-able to significantly expand staffs, increase spending for new materials or
adopt expensive new services. The amount of additional money necessary

for such broad growth would not exist in most instances. Therefore the

library community in New Jersey must lower its sights a little and develop

proposals for change that more effectively utilize limited dollar resources.

Yet, there are other pressures to address along with the basic problem

of inadequate funding. The most current pressure and perhaps most important

to the citizens of New Jersey, is the demand for better access to library

resources. Obviously, the goal of improving access to library services is not
new. However, there has recently been a strong rise in public support to
implement new programs that stem from this goal, such as extended borrower

cards.

£
The concept of library access.is also important as a weapon to combat

the basic problem of inadequate funding. However, in this context, library ac-

cess is a double-edged sword. It can be applied either to promote the sharing
of library resources or to restrict their use. Each of these two alternative
approaches to library access can be justified as a means to offset budget
problems. Clearly, whenever the availability of library resources is restricted,

in the name of cutting costs, the general public is the loser.

Libraries that are publicly supported with tax dollars must act in the
public interest. This will mean that library access, as a cost-cutting tool or
means of sharing resources, can be no less than what it is today. Indeed,
stronger effort is needed to expand access to the resources of other libraries

now that the purchasing power of individual library budgets is rapidly
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-shrinking. The State must act to support programs to improve the access

to the resources of all types of libraries in New Jersey, especially for those

libraries receiving public tax support. In this way, the sharing of resources

can provide all citizens a more equal opportunity to receive adequate library
services. At the same time it will avoid, as much as possible, the unnecessary
duplication of staff and collections that would occur if every library pursued

an independent course in providing adequate services.

Another pressure aspect to the provision of services is the limited ability

of libraries to handle the explosive increase in both the amounts and types of

informational and educational material being generated in this country and

abroad. There is an ever larger stream of print materials, as well as fiims,
slides, filmstrips, audio and‘ video cassettes available from information producers
and publishers. It is becoming physically and financially impossible for
‘individual libraries to keep their existing collections up to date, let alone try

to expand them. Often libraries handle this pressure by default and reduce
the areas that are kept current. However, too much reduction in the
acquisition of materials, either new items or ongoing subscriptions, cuts into
the provision of services. In contrast, most people are aware of, and want,
the latest information or types of information. Without a better Way to handle
the growth in information products, libraries risk losing their patrons and

advocates. While a final solution to the information explosion is unrealistic,

libraries do need to explore more active responses. Once again, a renewed

commitment to the sharing of library resources is a vital first step. Since few

libraries can afford to maintain self-sufficient collections anymore, relying upon

the resources of other libraries can help to fill the gaps.

_10_
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During the last few years, computer technology has been increasingly

made available to the business. of libraries. It has also been married to

to telecommunication devices such as the telephone, teletype, and cable

television. These new, electronic library technologies represent a pressure

to change in that they act as a general catalyst to assist necessary changes

elsewhere. The adaption of computer technology affects both individual

libraries and the methods for library interaction, including resource sharing.
Basically, computers alter the ways by which library materials are processed,
organized and distributed -- in short reducing the time and effort to operate
the library yet expanding the amounts of information the library can hold or

locate for people.

Though technology is no panecea for rising costs or for other library

problems, it nevertheless is an important tcol that cannot be ignored. However,

a number of hurdles must be crossed before ccmputer technology becomes a

common factor of most library operations in New Jersey. First of all, the

potential effect of this new type of development does not fit well with a number
‘of existing library practices. Several major State programs would have to be
revised, for example. Efforts are also needed to identify existing computer
applications in the state that are successful. These operations can guide new
development and serve as the base for a statewide approach as well. By
building upon successful applications of technology in the State, libraries will
avoid costly mistakes, limit unnecessary duplication of equipment and assure

enough compatibility among individual systems. Overall, a consistent govern-

mental policy for applying new technology to libraries is needed in the State.

In order to be effective, this policy should clearly identify the role of technology

in supporting necessary changes elsewhere.

_]‘]..
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- Hence, there are at least five basic pressures acting upon New

Jersey's libraries, as outlined in the following table.

Table |-2

The Need to Adjust the Pattern of Library Development

BASIC PRESSURES FOR CHANGE

1. | Financial weakness among public‘ly—supported libraries.
2. | Demands for better access to library resources.
3. | Benefits from broad, statewide resource sharing.
4, | Declining capacity to handle the information explosion.

5. | Availability of applied technology for libraries.

_‘12_
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They are common to most libraries, especially to those libraries that are
primarily supported with public funds. Each of these pressures has grown
to a level that demands a response by government. Without proper action,
libraries will be in danger of losing pace with meeting the demands for
service and in acquiring the modern tools to do so. If this happéned, many
good librariés would fall by the wayside and become dated, and thus trivial,
institutions. Of course, a few strong libraries of‘each type would remain
viable. The situation would reduce to a "survival of the fittest" scramble for
support. Obviously, everyboay stands to lose in this case, especially the

public, as past investments deteriorate and services disappear.

Such a bleak vision of the future of libraries need not become a reality.

Clearly, governmental action, especially at the state level, is needed to offset

these pressures. New Jersey's libraries are being challenged by public demands

for broad and timely services. At the very same time, they are also severely
challenged by the lack of a real growth in financial support. Present budgets

can only purchase less staff and materials than early ones, while funding increases
do not offset inflationary costs. State intervention is needed to help meet the
twin challenges of developing better services and generating the money to

provide them. However, state leadership and action represent the second part

of the answer to the basic library dilemma. The key to the future of libraries

in New Jersey lies first with the people that now support libraries and the

professional librarians that run them.

....and Immovable Objects

Government must be allowed to act whenever it needs to do so. The

present approach of government to library development in this state simply

13-
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cannot meet the challenges before it. Development policies and programs at
both the state and local levels do not readily accept the notion of necessary

change. For the most part, the means and the will to change the nature of

things are missing on New Jersey's library scene today. Good intentions and

new initiatives are whittled away by chronic shortcomings. First, there is a
general lack of mechanisms in New Jersey library law to provide for an ongoing
adjustment process. At present, library statutes are very specific and there-
fore rigid in application. Many of the basic provfsions are 10 to 30 years old
and badly out of step with contemporary values and needs. Second, there s
no meaningful consensus among librarians in the state to advise govermment on
major areas in need of change. Librarians and their supporters at the local
level are often divided in their positions on what and how changes are to be
made in development practices. These fragmented local voices for opposing
proposals usually cancel each other out in debate. Consequently, attempts at
state-level leadership are undermined by local conflicts, since support for any

particular action is automatically limited and opposed at the same time. The end-

result of an outmoded statutory base and the constant tug-of-war over policies

is apparent. There is a widespread stalemate among the various library and

government interests that has defied many attempts at solution.

e

Breaking the Stalemate

This impasse continues to take root upon the library worid. Serious
pressures to alter the pattern of overall library development in the state are
met by unyielding resistance to compromise in order to forge consensus on
new policies. This dilemma has produced a crisis of drift, slow in its pace

but destructive in its wake. It is resulting in a gradual erosion of the long

~14-
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‘held belief in the viability of the library as an essential institution. Without
sorﬁe remedial action in the near future, the likelihood of a permanent loss of
position and support is ever greater. The following table lists the significant
factors causing this situation, including the key shortcomings discussed

earlier.

Table 1-3

ANALYSIS OF THE STALEMATE IN L!BRARY DEVELOPMENT

KEY FACTORS

Lack of a common ground for change among librarians and proponents
of libraries.

Qutdated and inflexible statutory base for libraries.

UNDERLYING PROBLEMS

Overlapping jurisdiction for libraries at the State level.
Many years of open-ended library development.

Shift in population and ratable bases away from older, established
libraries.

Inability of library funding mechanisms to provide needed revenue
growth.

Weaknesses in State programs for interlibrary cooperation.

Limitations in, and conflicts among, federal policies and programs.

-15-
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Hence, the library dilemma is a culmination of a variety of things. How
- they evolved over time, the kinds of libraries that exist, the nature of library
law, the particular form of library governance, and the intent of state and
' federal programs all contribute to the present lack of unity and resulting
stalemate. The situation is difficult but far from hopeless. The first and
most crucial step is to avoid divisiveness as much as possible and address the

substantive problems at hand.

There are a number of important issues in each of the areas mentioned
in Table 1-3. These issues have direct implications for the future course of
publicly ~-supported libraries and the quality of library services they are to

provide as well. The Development of Libraries and Networks addresses all of

these problems and issues save one. The ability to agree to a common approach
on the issues lies only with the library professionals themselves'. Potentially,
there are significant and rewarding responses to a number of issues that may
not be possible at a later date. Without some general agreement, these oppor-
tunities for improvement are perishable things in the market place of government.

Thus, a real sense, librarians in New Jersey hold the collective future of the

library institution in their own hands.

The Issues that Challenge New Jersey's Libraries

The State has a direct interest in a number of vital issues facing libraries
today. This interest stems from the historical role of the State in greatly

assisting the ongoing development of libraries. The issues themselves lie at

the heart of the present debate on methods to improve the library function in

New Jersey. Indeed, the proper role of the State in library development and

the relationship of library matters to other state-level activities are key issues.

_16_
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In order to deal with the pressures for change, there must be some
settlement of genuine misgivings that arise when change is considered. Do
the proposals for change address the problems of a weak financial picture,
demands for better access and the information explosion? Do they produce
the expected benefits of broader resource sharing and applied technology as
well? What are the impacts on existing libraries? Is the ability to provide
services made better or worse for each of the basic types of libraries? A
list of evaluative questions can be endless. The actual manner in which
particular questions are answered can only be the result of a meaningful
state/local dialogue. A legitimate decision-making process should be a blend
of State objectives and local service néeds. This process will require a
careful reading of both the issues and the facts necessary to support their

resolution. The following table outlines the issues that are considered in

The Development of Libraries and Networks (see next page).

Obviously, these are fundamental questions to the library community.
In many respects, the way these issues are addressed will largely determine
the shape of the future for libraries in New Jersey. Clearly, a balanced
approach toward understanding and resolving the major library problems is

necessary.

Role of the Commission

The County and Municipal Govermment Study Commission has recently
conducted a statewide study of libraries in New Jersey. Like in its previous
studies, the Commission is using the library study findings as a basis to
address library issues. The goal of the library study is to improve the

intergovernmental framework, legal and programmatic, to deliver adequate

-17-
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Table 1-4

Intergovernmental Issues Regarding Libraries

Fostering Better Library Services in New Jersey

*function of libraries in modern society
-basis for a State interest in the library function
-nature of library law: enablement versus mandation

-finding ways to overcome the resistance to change

Getting Enough Money

*State responsibility for providing aid to libraries
- ability of public libraries to gain local tax support
* shrinking financial incentives: millage rates and aids

Y

Delivering Local Library Services in the 'Real World'

spromoting access to near-by libraries

spressures on the provision of library services

- relationship between library boards and governing bodies
- evolution of county libraries

. role of associations

Investing in Adequate Library Services

»stability for county library systems

- tools available for local library development

Pros and Cons of Interlibrary Cooperation

*State responsibility for a library network

- structure and functions of the Statewide Library Network

- overall performance of the network process

- distribution of aid in support of the network

- role of public libraries in a network process

- participation of non-public types of libraries in a network

- joint interests in library planning and administration at the state level

- new approaches to networking
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library services throughout the state. The Commission seeks to accomplish
this goal by suggesting new or amended legislative responses to library
problems. In making its recommendations, the Commission is taking many
factors into account. Two of the principal things being considered are first,
the legal responsibilities of state, county, and municipal governments to
provide for library services to citizens; second, the relationships and
capacities among these levels of government to both support and manage the

further development of libraries in New Jersey.

Certain specific objectives were set at the beginning of the study and

are presented in the following table.

Table 1-5

Objectives for the Library Study

~

(1) Clarify the role of the State and its principal library agency, the
Division of the State Library, Archives and History;

(2) Improve the scope and effectiveness of aid programs for libraries;

(3) Provide for an equitable distribution of local tax revenues to
public libraries;

(4) Encourage public library boards to be more responsive to local
government;

(5) Design optional methods of organizing and financing public
libraries on a county-wide basis;

(6) Increase opportunities to participate in a statewide network;
(7) Allow for a more flexible network structure and delivery of services;

(8) Expand the availability of network services to local libraries and
residents of communities;

(9) Insure that all State-assisted library programs provide the maximum
possible benefits to the municipal level; and finally to

(10) Suggest necessary statutory corrections to be made in a general
revision of existing library law.
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These objectives guided the entire research process for the study. The

conclusions and recommendations presented at the end of The Development of

Libraries and Networks speak directly to these basic aims. In addition, the

Commission has tried to be even-handed in its activities during the course of
the library study. Hence, there is no conscious bias toward favoring one
type of library over the others in either the findings or recommendations.

Rather, the Commission hopes to suggest changes in State law and regulation

that create a better opportunity for all libraries to provide improved services

to their constituents.

A number of procedural decisions were also made during the early portion
of the study. First, it was ;xecessary to devefop a firm understanding of the
nature of the library function, especially in a governmental context. Chapter
one, Challenges Facing Libraries in New Jersey, reviews the general background
of all types of libraries in the state. The implications of past planning, legis-
lative, and administrative actions are weighed against contemporary pressures
on libraries to change some of their methods of operation. Hence, this chapter
addresses the issues identified in Table |-4 from a broad State-level perspective.
A second decision was to draw a distinction between matters concerning local
libraries and cooperative, i.e., networking activities among libraries. Thus
Chapter two focuses upon Local Libraries and three is concerned with Networking

Among Libraries. Accordingly, these chapters are arranged in terms of the

library issues outlined earlier (see Table [-4).

-20-



You Are Viewing an Archived Report from the New Jersey State Library

- in_summary, though libraries are an essential part of the fabric of
society they nonetheless are beset with major problems. These problems
are principally economic in nature. However, they also.include other
things such as demands for better access, an outmoded approach to
resource sharing and declining capacity to handle the growth of informational
and educational materials. 'A wide assortment of issues, concerning proposals
to"meet thesé basic pressures for change, has developed in recent years

(see Table -4 ). This report, The Development of Libraries and Networks,

is the result of a statewide study of these problems and issues. The following
chapters present the Commission's findings, conclusions and recommendations
regarding the challenges facing libraries in New Jersey today. Ultimately,
librarians, and those citizens supporting the library function, must deal with
these problems and issues. The shape of the future for publicly-supported
libraries is at stake. It is the intention of the County and Municipal Govermment
Study Commission to present this report to the Wew Jersey Legislature and the
library community as the Commission's contribution to the further development

of libraries in New Jersey.
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CHAPTER 2
LOCAL LIBRARIES

Section One: Getting Enough Money

Overview

The public library is usually the first thing that comes to mind
whenever people think of libraries. Actually, there is a good measure
of truth to this notion. Municipal and county libraries (together con-
sidered the so-called public libraries) as well as the associations represent
the first line of library service for most people in their respective
communities. People who use libraries often go no further than their
local libraries in acquiring such services. When they do seek out other
- types of libraries, it is usually to find detailed materials related to school-

work or their jobs. Hence, public libraries are the foundation of most

library service in New Jersey not related to more specialized needs. There

is a strong reliance upon local libraries to provide a wide range of edu-

cational and informational services to the community. In light of this fact,

the needs of public libraries should be carefully considered since they»aré

the backbone of a basic service provided by local government.

State Responsibility to Aid Local Libraries

The biggest problem facing local public library officials is in trying
to get enough money to run the libraries. Expenditures for library
services have increased greatly during the past ten years. For example,
total statewide spending for public libraries in the year 1977 was 165 per-
cent more than the total figure for 1967. Much of this rise in total

spending is due to the effects of inflation on the costs of staff and materials.
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At the same time, public libraries have also expanded their staffs and
purchases of materials in order to improve services. Thus, while the

}oéal library function is much less expensive than, for example, basic
education and police protection, it nevertheless costs a significant

amount of money. In 1978, the total income of public libraries and associ-

ations amounted to: more than 65 million dollars on a statewide basis.

The burden of paying for local libraries has almost always been

shared between the State and its municipalities. Indeed, the heart of

the state aid package for libraries is per capita aid to public libraries

(see following chart).

. Chart l1-1
LOCAL SHARE OF TOTAL STATE AID TO LIBRARIES
1979 ’

72 Percent
or
5.7 Million Dollars

Resulting from Per Capita Aid to county, municipal and
association libraries.

-23-



You Are Viewing an Archived Report from the New Jersey State Library

This aid program began in 1968 and represents the latest in a series
of state legislative actions that provide financial support for the growth

and operation of local libraries.

A number of things indicate an ongoing state interest in helping

to support local library services. Historically, the State has displayed

a basic concern for the provision of local library services by enabling the
establishment of local libraries. Since the late 1940s, the State has
acknowledged the importance of library development by upgrading the
capacities of its state library agency to encourage improvements in local
services. Finally, statewide public library aid was initiated in 1959 to
supplement the traditionally low level of local tax support for libraries.
The present per capita aid program is a further refinement of this state
interest in supporting adequate local library services. Most importantly,
the current program acts as an incentive tc‘;v increase local tax support'
for libraries. In addition, the State Library has set down minimum input

standards for library staffing and materials. These

standards must be met in order to receive the aid. Hence, the per capita

aid program is the principal device used by the State Library to encourage.

improvements in public libraries. Overall, the intent of the per capita aid

program is to promote adequate local library services.

Based upon the history of involvement in local library development,

five principles for both continuing and expanding the State's interest in

public libraries are evident. They are listed in the following table.
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Table -1

PRINCIPLES OF STATE ASSISTANCE TO LOCAL LIBRARIES

*Providing the opportunity to establish libraries
*Promoting better local tax support

*Developing basic library resources in order to meet
service needs

s Preserving the collections of long standing, major
public libraries

» Encouraging interlocal activities that improve
service delivery

These principles have been built into many existing library laws and State
Library programs deriving from them. Having been a strong force in the
establishment and growth of public libraries, the State, as a result, has
incurred a moral obligation to maintain its interest in promoting better local
library services. Clearly, municipalities cannot assume the entire financial
burden for local libraries, especially during a time of local fiscal distress

and property tax limitations.

Ability of Public Libraries to Gain Local Tax Support

During the last ten years, between 1968 and 1978, public libraries
have received a 9 percent average increase per year in local property tax
support. While this record of growth may appear to be solid, a closer
examination reveals major weaknesses in the overall record. First of all,

not all public libraries realize this average figure in their new budgets —-
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some are higher while many are lower. For example, in municipalities
with resident populations smaller than 15,000, and in others over 50,000,
the rate of growth in tax support is usually much less than 9 percent. |
In addition, 7 of the 14 county libraries now receive a smaller financial
return from the available county tax base than they gained in 1972.

Even more important is the fact that the probiem of limited local growth

in library revenues appears to be spreading and soon will affect most

libraries.

The most important indicator of the growth in library revenues
is the record of just the last few years. Chart |I-2 on the following
page reveals the true story by comparing the 10 year growth rate to

ilhe current rate.

This chart shows that the current trend for the growth rate in
local tax support is below 7 percent on the average. The 2 percent
decline in average tax support, between the ten year figure and the
current trend, represents a major fiscal challenge to public libraries.
At present, the national rate of price inflation is in excess of 10 percent.
Many of the prices for various library materials, including books, have

been rising at an even faster rate. The effect of this difference between

the declining growth rate in tax support (less than 7 percent) and the

rising costs of materials (over 10 percent) is impairing the continued

delivery of quality library services. This cost squeeze is already beginning

to reduce the acquisition of new materials. Since much of the demand for
library services involves current information, libraries must keep their
collections up to date or not meet demands for service. Thus without

some financial adjustments to offset the effect of inflation,public library
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Chart 11-2

GROWTH OF LOCAL TAX SUPPORT
Public and A’ss:::)il;tion Libraries '

1978

CURRENT TREND

$ 53,000, 000.
[total support]

1975 to 1978

$ 22,000, 000.

$ 3,000, 000.
[total support] [average annual growth
in dollars]

Base Year
a Average Annual

Growth Rate

7%

Average Annual Growth Rate

9%

' [during the 10 year
period]
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services will seriously decline in quality.

- Shrinking Financial Incentives: Millage Rates and Aids

For a long time there has been a recognition at the state level
that public libraries must receive assistance in getting sufficient funds
to provide quality services. This recognition is based upon the knowl-
edge that local tax support is often small, since other local functions like
police and education have priority at budget time. The State has responded
in a number of ways to this chronic problem of limited local funds for

libraries.

There are two chief mechanisms in library law to encourage greater

public library funding.* The first way is the mandation of a specified,

minimum millage rate applied to the value of the local property tax base.

No less than this amount of local tax support must be appropriated to a
legally defined municipal or county public library. Furthermore, there
are separate rates for county and municipal libraries (see N.J.S.A.
40:33-9 and 40:54-8). The other method to encourage greater public

library support is the state per capita aid program. This law specifies

a graduated scale of aid per local resident. There are five levels of aid
in the present scale. The level of aid received by a particular public
library is set by the amount of local tax support for that library (see

N.J.S.A. 18A:74-3). While these laws have worked well in the past both

are now beginning to fail in their objective to promote better library

funding.
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The statutory millage rates for local tax support were fixed
many years ago. It was possible to set these rates and not the
level of actual funding to the library because of two factors. Since
the law defines a minimum of tax support, municipalities can spend
as much over the minimum as they believe is necessary; In addition,
the total amount derived from the millage rate rises because the value

of the property tax base is usually increasing over time.

The Commission has found that the assumption dealing with the

value of the tax base needs to be reconsidered. The law now provides

that this tax base be the assessed valuation of property in the municipality.
In practice, the effect of using the assessed valuation has led to an uneven
application of the mandate since the assessed valuations are not uniform
among municipalities. Furthermore, the assessments often do not keep

pace with inflated values, thus reducing thz size of the expected minimum

level of support. In turn, this causes many libraries to lose ground in

terms of the purchasing power of their new budgets. Thus the Commission

believes that the State needs to re-evaluate the statutory method for

calculating minimum public library support. The tax levy provisions in

library law should neither act as barriers to greater levels of support nor

cause uneven results when applied to various local tax bases.

~

In the foreseeable future, public libraries will do well to maintain the
current growth rate of 5 to 7 percent in local tax support. A higher rate
is not very likely given the legal cap on property taxes, cutbacks in federal

grant programs, and the rise in costs for priority services. The burden of

supporting county and municipal libraries has historically been a partnership
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between state and local government. However, the State's share of this_

burden has shrunk markedly in the last few years (see following chart).

Chart 11-3

- State - Local Contributions to
~Support Public Libraries
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Since 1975, state government has consistently contributed much less than
the 25 percent average of earlier years. This reduction is occurring
at a time of high inflation and declining growth in local support. Clearly,

local government has generally assumed its responsibility as the prime

supporter of public libraries. As a local function that is not mandated by

the State, the principal burden should rest with those communities that

want local library services. Yet there is a limit to the extent of assuming

the costs of operating public libraries. Local government has reached that

limit, as evidenced by the current decline in greater tax support for libraries.

The Commission believes that one of the legislative intentions of

the state library aid law was to assume a substantial portion of local

library support. For instance, a full authorization of the aid law upon

its adoption in 1968 indicates that the state share would have been more
than 20 percent of the total state and local support for libraries. By 1972,
the state share had actually grown to around 25 percent (see Chart [1-3).

Therefore, it is the opinion of the Commission that the aid law was indeed

intended to provide for a 20 to 25 percent state share of the costs of

public library services. Since 1975, the problem has been one of not

appropriating enough state monies to insure this share. Overall, local
government budgets are restricted by law and their revenues are growing
at a slower rate than state revenues. Greater state support is needed to
offset the demonstrated limit to any further local take-over of public library

costs. It is time for the State to renew its role in the state-local partner-

ship to support public libraries. Anything less than a resumption of this

role will endanger the quality of those library services most often used in

New Jersey.
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A second problem area regarding the per capita aid program
is somewhat more technical in nature. Earlier it was mentioned that
the aid program acts as an incentive for greater local tax support for
libraries. Obviously, in an era of rising costs, less growth in local
support and declining percentages in state aid support, financial
incentives are vital. The incentive mechanism in the library aid pro-
gram is based upon a graduated scale of aid per resident served by
the library. There are five rates to the existing scale ranging from
$0.25 to $1.25 per capita. Higher rates are achieved according to
the amount of municipal tax effort to support the local library. At

present, more than 135 public libraries and associations are at the top

rate. The Commission views this fact as a fine record of achievement

by municipalities in supporting their public libraries. It is evidence
that the concept of the incentive mechanism: is valid and also works well

in . practice.

Unfortunately, there is a price to pay for this success. Once the
top level of aid is reached, there is no longer any incentive in the aid
formula to increase the level of local tax support. Since so many
communities (i.e. 135) are at the highest rate of aid there is a need to

adjust the formula. Clearly, the more communities that reach the top

rate of aid, the less an incentive mechanism remains in the aid program.

As a result, the Commission supports the idea that the formula should

be adjusted in order to retain the effect of an incentive for higher local

tax sugeort.
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In summary, the total cost of public library services has gone
up tremendously in the last ten years. This increase in library
expenditures is especially due to the effects of inflation and also
because service improvements have been made. State and local govern-
ments have shared the burden of library .support in the past. However,
the state share has been cut back since 1975. At this point, local
government can no longer take up the slack of declining state assistance.

In order to avoid a loss in the quality of public library services as library

expenditures level off, three steps must be taken. First of all, the method

of cafculating the local tax levy for libraries should be adjusted so as to

be more uniform as well as to better respend to inflationary pressures.
Secondly, the State mu;t reassume the proportionate share of public

library revenues that it provided prior to 1975. A return to a 20 to 25
percent state share of total public library support is equitable and necessary.
Lastly, the per capita aid program needs to be revised in a way that retains
the incentive for better local tax support in future years. Without these
actions, public libraries will surely succumb to the pressures of inflation
and experience a severe decline in their effective budgets and services.
The State has always provided significant help to public libraries in the
‘past. In doing so it recognized the value of the primary service role of
public libraries at the local level. The present situation requires that the
State must renew its commitment to help safeguard the quality of public

library services.
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Section Two: Delivering Local Library Services in the Real World

Overview

Many of the operational concerns of local libraries can be traced
back to the basic problem of insufficient funding for libraries. Indeed,
if somehow a great amount of additional money were to be made available,
many operational difficulties would disappear. However, current events
indicate that the hope of a big increase in library funding will not be
fulfilled in the near future. All publicly-supported libraries will have to
adjust to the realization that money is tight and will remain tight. Yet
making do with less does not necessarily mean the end of the road for

libraries. Rather, an era of relative limits to government action implies

" a new goal for libraries -— the preservation of quality library services.

As a result, libraries will become more concerned with improving their
existing operations instead of trying to forever expand them. In addition,
libraries will be more involved with each other in providing services since
fewer libraries can afford to be independent. Local libraries will also
have to work closer with elected officials in meeting community service

needs in light of fiscal limitations and budget priorities.

The State, for its part, will be asked to provide the legal basis and

financial assistance necessary to carry out this process of adjusting to new

goals. In some cases, this will mean some additional state support to
preserve existing library services and to offset the limitations in local
support. In other instances, the State will be asked to make it possible

for libraries to cooperate more effectively in pooling their resources.
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A state program geared to the new realities facing libraries will
primarily seek to make better use of existing assistance funds. It will
also provide some additional support for needed program improvements
in the overall state approach to library development. Finally, the modest
expansion of state-level asistance will give the State Library sufficient
capacity to continue to carry out its own statutory mandate. Overall,

this will be a time of new initiatives and better service provision -- a

‘time inspired by a growing realization of the need to adjust the business

of libraries and the determination to do something about it.

Promoting Access to Nearby Libraries

The promotion of access to library services is perhaps the basis for

the entire State interest in library development. There are a number of
indications that support this general observation. The evolution of state
actions to enable and aésist the develdpment of public libraries surely points
toward this intention as the primary State goal. Yet, efforts to expand
access to . library services have not been limited to encouraging public
library development. Implicit in the development of the New Jersey system
of higher education is the creation of specialized library services at the
academic level. Rutgers University, the state colleges and local community
colleges have all developed libraries, primarily with public funds. Like
the public libraries, the academic institutions provide library services to
members of their respective communities, i.e., students, professors, etc.
It is much the same situation for local school libraries. With local district
support, State Library encouragement and especially the federal grants
program for education in the late 1960s, lccal school library services are

commonplace today. Thus the primary service goal of the State regarding
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libraries is readily épparent. Over the years, the State has encouraged

and assisted in the widespread creation of various types of libraries. The

result of these efforts has been the extension of general and specialized

library services throughout New Jersey on a local basis -~ nearby services

that are geared to primarily meet the needs of those individuals or families

connected by occupation or residency to a particular library locale.

This section of chapter three is concerned solely with the capacity of
local libraries to provide these "close at hand" services to community- resi-
dents. The availability of convenient and quality library services is the
chief service objective of all local library officials. There are at least four
basic ways to achieve better community access to quality library services,
namely to (1) build a new library; (2) move an existing library; (3) restock
an old one; or (4) obtain the services of a previously restricted library.

The first two approaches, building a new Iib:;ary or moving an existing one,
are often the most popular ones in municipalities. Usually this activity involves
a smaller, branch library rather than the main, central library facility. There

are a number of considerations involved in this kind of library development.

Community pressure is often brought to bear upon municipal and library
officials to establish neighborhood libraries. These smaller libraries act as a
source of group identification for area residents who are interested in improving
their living environment. Such libraries serve as a focal point for many
neighborhood activities, especially in regard to educational programs for
local schoolchildren. When a municipality sets up a number of these smaller
branch libraries, and links them to a central library facility, it is said to

have a decentralized library system. Many well-populated towns that are
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large in land area have, over the years, built up such systems. This

type of library development is typical in older, urban communities.

The development of branch libraries is still a valid practice today.
Indeed, a 1976 study undertaken by the well-known pollster, the Gallup

Organization, Inc., verified this fact (see chart on following page). The

study, funded by the New lJersey State Library, found evidence that most
people using libraries prefer a smaller library that is near to their homes

or offices. Hence, one of the best methods of providing nearby access to

local library services is to establish branches of a main library facility —-

at least in the opinions of the majority of public library users. In addition,
‘circulation statistics, that measure the lending of library materials, seem to
support this general conclusion that most library usage occurs at the

community or local level.

State actions appear to agree with the desirability of distributing

library services through numerous library outlets at the local level. The

principle of local access to library services was set down in the early days of
library law. By the turn of this century, the State had seen a need to
provide library resources in unserved areas. It began to encourage the
establishment of community libraries and loaned them "traveling" collections

of materials. Today, this concern is expressed as the promotion of equal

access to library services for all New Jersey citizens. The State Library

is the principal agency responsible for carrying out this objective.

However, the Commission has observed a glaring contradiction in the

state approach for achieving the equal access objective at the local level.
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To date, the State has been concerned with improving access to services

through branch outlets but only for county libraries. An aid program has

existed since 1974 that is designed to encourage setting up branches of county
libraries. The program is phased aver a five year period and allows incentive
~grants to county libraries for planning and stocking branches (see N.J.A.C.

6:68-2.17 to 2.22). There is no comparable program available to municipal

libraries.

It is the Commission's opinion that the State's interest in promoting

nearby access to library services ignores the existence of branch libraries

at the municipal level. Two-thirds of the more than 120 identifiable branch

libraries in New Jersey are outlets of municipal libraries. Municipal library
officials commit more of their total budgets to branches than do the county
operations. Chart Il1-5 presented on the next page underscores this fact.

In the past year, these municipal libraries allocated almost 40 percent of their
budgets to branch outlets. Indeed, over the past few years, their book
allowances to branches averaged 7 percent higher than for county libraries.

Based upon these facts, municipal branch libraries are at least as important

as county branches in the delivery of nearby library services. Why has the

State made a distinction in its treatment of branch library development by

county and municipal libraries?

Generally, county libraries are as interested as municipal libraries in

making services as directly accessible as possible to communities via branch

outlets. However, the basic motivation to improve access to services is not

quite the same. County libraries seek to set up branches in order to improve

the stability of their overall county systems (details will be discussed later in
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this chapter). The State Library has recognized this county need in
starting its aid program to encourage new county branches. A serious
inequity has developed about this sort of branch library assistance. While

the objective of county libraries is to establish branches and improve library

stability, most often the municipal objective is to keep existing branches

open. The Commission believes, as a matter of equity and in recognition

of the importance of branch libraries to municipalities, that the State assis-

tance program should be expanded to include municipal libraries already

having branch outlets. Such aid would be provided on the basis of financial

need. Towns that could qualify for aid suffer from weak tax bases and incur
high costs in operating older, more extensive branch systems. This aid
would act to help preser\}e the access to nearby library services by
averting the closing of municipal branches because of financial problems

in communities. The Commission is aware of a number of urban area cases
where this type of aid will be most helpful. The Commission also feels that,
in concept, aid monies to maintain the operation of existing branch libraries
could be extended likewise to the county situations. However, in light of
the healthier tax bases of county libraries, the absence of any cases of
county library hardship due to branch development, and the limitation of
available funds, any.new assistance should be reserved, at this time, for

municipal libraries in danger of reducing services because of branch closings.

Pressures on the Provision of Library Services

The objective to provide access to local library services involves

more than setting up neighborhood facilities. Once a facility becomes avail-

able, the main concern shifts to actually delivering quality services. Satis-

factory services require, in turn, that there be an adequate supply of
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materials and staff. The need for a minimum of resources to provide

quality services is true of both the main library facilities and branch

outlets. The State Library has recognized the vital link between a

critical level of resources and quality services. Thus it has written a

number of regulations dealing with minimum levels of materials and staff

for public libraries. These minimum levels set the amounts of library

professionals, support staff, books, hours of operation, etc. required
within various population ranges. The regulations must be met if a
community wants to be entitled to receive per capita aid for its local

library (See N.J.A.C. 6:68-1.1 et seqg.). Overall, public libraries have

been able to establish a fine record of achievement in regard to these aid

regulations (see presenta.tion on following page). This chart shows that,
between 1968 and 1978, full compliance with all standards more than
doubled. Today, over 75 percent of all public libraries meet or exceed

the standards for their respective service populations.

The Commission salutes this fine accomplishment by local libraries.

However, it is felt that meeting these standards may not provide a suf-

ficient guarantee of quality library services at the local level. First of all,

these standards only.cover the resources available in libraries to provide

services. They say nothing with regard to the services actually performed

on behalf of library patrons. This lack of criteria for quality services is a

national as well as New Jersey problem. At present, work on this problem
is being done by the American Library Association and the New Jersey
Library Association, among others. However, there are no acceptable
model standards of service performance available to the State Library. It

is very important that this lack of qualitative criteria for library service be
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overcome. Libraries are the type of public service agency that could

‘benefit from better guidelines for performance. The Commission would

support a joint effort between the State Library and local interest groups

to begin to set down some basic library service standards.

Due to the current lack of service standards, no objective inferences
on the quality of services, i.e., the adequacy of local library outputs, can
be directly made. The closest approximation are the general circulation

figures for library materials. Though a broad measure of library use,

‘circulation statistics are the best available measure of services available

at this time. They are also useful in that circulation is linked to the
a‘vailability of library resources, e.g., desirable books, etc. A look at

the latest circulation figures reveals a disturbing picture. In the last few

years, the growth curve for public library circulations of materials has

flattened out. In part, this trend can be attributed to the slowing down

of new purchases of materials, especially books.

The following two charts show the situation for public libraries and,
separately, the larger public libraries (the so-called area libraries discussed
in éhapter three on networking]. Comparing the years 1968 and 1978 reveals
a decline in new book purchases, especially for the larger libraries. Overall
in the last few years, book acquisitions have declined an average of 10 per-

cent per year. On the other hand, subscriptions to periodicals have improved

slightly. There are several meanings to the decline in new book purchases.

All public libraries, on the average, are experiencing a decline in book
acquisitions. This reduction is occurring at a time when the amount of new
material from publishing companies remains large. Not all of these new

publications can be acquired or are suitable for purchase. However, the
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Chart 11-7
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Chart 11-8
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purchase of less library material in the face of its greater availability is

not a good sign. A more telling indication of a major problem is the sharp

drop in new books for the larger public libraries. A cut of more than one

thousand volumes is a serious matter. Larger libraries are usually considered

to be the strength of public libraries as a group. Many smaller libraries rely

on them as indepth, back-up sources of materials. The importance of new

library materials was verified by the Gallup Organization, Inc. in 1976.

They found that, in New Jersey as elsewhere, the basic services -- book-

borrowing, reading, reference -- are the most heavily used local library

services. Such services usually rely heavily on up-to-date information since
a good deal of local demand is about popular or current topics. Thus the

ongoing purchase of new library materials iz the lifeblood of libraries. The

current trend toward fewer new purchases saps the vitality of local library

services. Less acquisitions can mean less service, especially over time.

The Commission is concerned about the near-term service implications of

the trend toward reduced acquisition of library materials. The use of minimum

acquisition standards for materials can do little if anything to offset this
trend. Inflated prices for library materials can only make matters worse.
In order to help safeguard the provision of quality local library services,

the Commission believes that the trend toward less new material must be

stopped, if not reversed. As always, this new library initiative should be

based upon a state-local partnership. Generally, there needs to be a greater

emphasis_upon promoting investment in the basic services of book-borrowing,

reading and reference. This will probably involve a new program to increase

the purchase of materials. More specifically, the State needs to initiate a

voluntary method of developing local library collections. A program of this
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sort can also act as a way to improve the measurement of services beyond
mere circulation statistics. In short, what is needed in a combination effort
to stimulate new purchase of materials with an eye toward improving local

services in an objective manner.

Another aspect to the issue of pressures on the provision of library

services involves local school libraries. Broadly stated, school libraries are

in a very difficult position in regard to providing quality services. For

example, school libraries have not had the benefit of direct state aid for

many years. In terms of local support, the recent financial picture is poor

as well. In the school years of 1973/?!4 and 1974/75, school library expendi-
tures grew an average of 8 percent per year. However, during the next two
years, the growth in library spending dropped to less than 1 percent. Today,

the situation remains about the same.

Recalling the earlier discussions concerning the negative impact of
.inflation on public libraries, this poor funding record for school libraries
represents a critical situation. It is made worse by two special characteristics
of school libraries. Usually the paid staff of the typical school library is
small in number, often no more than a single librarian and a clerk/typist.

In addition, a major share of library expenses are for media services. These
services involve the use of costly equipment such as projectors, tape decks,
video devices, etc. With small staffs, expensive media services, and on-

going maintenance of book collections there is virtually no flexibility in the

typical school library budget. Thus the lack of any real budget growth,

in the face of strong price inflation, has created a dire situation. Today,
many school libraries are making almost heroic efforts to continue to provide

adequate services to students.
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While school libraries are under intense fiscal pressures, their prob-
lems in delivering  quality services lie deeper than a lack of funding.
First of all, for practical reasons, school libraries have not been visible
operations, unlike public libraries. They are not normally identified as a
separate function in school districts. Nor do they usually have any stated
priority in local school budgets as set by district boards of education. In
recent years the change from a school library format to the media center
concept has upgraded the image of these libraries. This concept, whereby
the library acts as a learning center for the school, is a broader and more
integrated approach to library services. As a result, school media centers
are more actively invblved in the educational process. Hence, a number of
school libraries are in the midst of an ambitious service development program.
In a growing number of districts, especially regional ones, the libraries
have become prominent features of the ovérall curriculum. In a real sense,

‘(-_.

school libraries are actively pursuing the principles set down in the state

Public School Education Act of 1975, the so-called "thorough and efficient"

law (see N.J.S.A. 18A:78-1 et seq.). The media center approach is viewed

by libraries as an essential part of the working of this law. The future

success of their efforts will require adequate financial support that, in turn,

is based upon a clear State interest in promoting school libraries.

The traditional role of the State Library in assisting school libraries

does not fit well within the context of recent federal and state actions.

Federal aid has been diluted in the last few years as the program began to
allow for a wider use of funds (see P.L. 93-380:Title IV-B as amended).
Another consequence of the shift in federal aid philosophy occurred at the

state level. At present, the State Library no longer administers the federal
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program. Instead, it has been made an internal management function
of the Department of Education. In addition, the major state statute
covering school districts (Public School Education Act of 13975) does not
specify a functional role for the State Library regarding media centers.
Finally, the regulations dealing with the "thorough and efficient" educa-
tional process are ambiguous as to the duties and responsibilities of

school media centers (see N.J.A.C. 6:68-3.5).

Overall, the Commission views this situation as a serious erosion

of the leadership role of the State Library in the further development of

school library services. The State Library has a primary duty in law to

advise and coordinate the development of all publicly-supported libraries

in New Jersey, including school libraries. While it has an administrative
capacity to do so regarding public libraries, it has none for school libraries.
Essentially, State Library staff can enly act as an ad hoc consulting service
to school libraries on a purely voluntary basis. Thus, concerns about school
library funding, service development, and a proper role in the educational
process cannot be adequately addressed. This is particularly true on a

consistent, statewide basis. Essentially, the issue concerning school libraries

is perhaps a most fundamental one; namely, establishing a firm basis in school

law and regulation for both their services and a State Library program of

assistance. The Commission would support a more clearly defined mission

in state law for the State Library regarding the development of school media

centers in school districts. This action should be tied to the "thorough and

efficient" education approval process administered by the Department of

Education (see N.J.A.C. 6:8-1.1 et seq.) .
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Relationships Between Library Boards and Governing Bodies

There are a number of issues to consider in reviewing the delivery
of local library services. Earlier in this chapter funding, access, and
resource problems wére discussed in regard to providing quality services.
"The last generél area to consider is the governance aspect of public library
operations. It can be said that public libraries are a peculiar form of local
service agency. Judgements concerning the steps leading to the provision
of library services, and their actual delivery to local residents, are basically

made within the library operation. There is little, if any, control or over-

sight about daily library activities made by elected officials or their adminis-

trators. Historically, public libraries have evolved in similar fashion to public

school districts —- as discrete functions with a minimum of influence from local

governments. Hence, public libraries are formesi, and run, principally as

autonomous corporate bodies, in the legal sesse of the term. However, at

the same time,they are dependent upon the officials of a municipality or

county for most of their financial support and for certain approvals regarding

new capital construction and appointments. Public libraries are formally
governed by a board of trustees (in the case of municipal libraries) or
commissioners (in the case of county libraries). The board members have
the overall decision-making responsibility for their particular library
including preparation of an operating budget and hiring of personnel. The
library director, also hired by the board, is the day to day manager of the

library. This person runs the library on behalf of the board.

The details of library board powers and responsibilities are prescribed
in the state statutes of New Jersey. Library laws were made and revised

over a long period of years beginning in 1879. Today, many library statutes
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bear a strong resemblance to the original enactments. The laws dealing

with public libraries are identified mainly with a particular type of public
library or type of cooperative activity among such libraries. The general
categories of public library law are presented in Table 11-2 (see following page).
In addition, there are separate laws dealing with the State Library, library

aid, library employees, and various miscellaneous acts involving libraries.

The Commission directed its legal counsel, for purposes of this report, to

review all library law and regulation. While a general revision of these

statutes may be advisable, the Commission believes that the laws concerning

public libraries are in need of specific amendment.

During the course of the review of library laws and from its other

research activities, the Commission identified a number of problems with

library boards. The most glaring one concerns the relationship between

library boards and local governing bodies at the municipal level. The links

provided in law between boards of trustees and elected municipal officials have
been a constant source of confusion and dissension. The laws appear to be
unclear as to the conditions of interaction when approval or consultation

with elected officials is necessary before board action. This ambiguity is
mainly evident whenever a statutory reference is made to the "mayor or

other chief executive officer." Such language has led to problems of inter-
pretation because of the variety of municipal forms in New Jersey. Depending
upon the form of local government, the term "chief executive officer" can
mean various officials. This is a key problem since the mayor or other

chief executive officer is by law a full member of the trustee board and must

share in basic policy-making for the library.
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LEGAL FR NMJ&%Q@J&Q Erg\’r)ehl‘?ele’ %&&ro%k@&%ér@e@ State Library

Library Type

Description

Remark

Municipal
N.J.S.A. 40:54-1 to

Permissive law enabling the establishment of a
"free public library" in a municipality. Pro-
visions include procedures for establishment,

Free public library statutes originated
in 1879, While these statutes have
been revised, amended, and supple-

40:33-13.2b and 40:33-15
to 40:33-23.

referendum procedures, membership by munici-
palities without free public libraries, special
conditions for establishmen? in certain counties,
minimum property tax levy, appointment and
powers of library commissioners, administration
of revenues and facilities.

40:54-29,2. minimum property tax levy, appointment and mented over the years, many current
' powers of library trustees, administration of provisions bear a strong resemblance
revenues and facilities. to the original enactments.
County Law authorizing establishment of a "free Free county library statutes originatec
21 county library" upon passage of a county in 1920, Again, current provisions
N.J.S.A. 40:33-1 to referendum to do so. Provisions include

are very similar to the original enact-
ment. Sections 40:33-15 to 40:33-23
are special provisions for county
library funding and municipal with-
drawal of membership in Morris County

Joint
N.J.S.A. 40:54-29.3 to

40:54-29. 26.

Permissive law enabling the establishment of
a "joint free public library" by 2 or more
municipalities. Provisions include procedures
for establishment, amendment of jointure
agreement, appointment and powers of library
trustees, determination of property tax levy,
administration of revenues and facilities,
discontinuance.

This statute was adcpted in 1959.

It is modeled after the free public
library law but avoids some of the
ambiguities in the earlier enactment.
There are 5 joint libraries in New
Jersey.

Association
N.J.S.A. 15:6-1 to
15:6-3 and 40:54-35.

Law respecting corporations not for pecuniary
profit that are established under N.J.S.A. 15:
1-1 et seq. Provisions including enabling the
acquisition of property for library purposes in
accordance with articles of incorporation and
enabling appropriation of municipal funds to a
library corporation,

Private, non-profit library corporation
can be traced back to colonial times.
These associations do not necessarily
operate under the provisions of public
library statutes.

Regional
N.J.S.A. 40:33-13.3 to

40:33-13.18.

[ . - PR

Permissive law enabling the establishment ot a
regional library among 2 or more counties. Pro-
visions include procedures for establishment by
resolution, appcintment and powers of library
trustees, determination of property tax levy,
and withdrawal, N : '

This statute was enacted in 1962,
It has not beecn utilized by any
group of counties in New Jersey.
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A second problem area involving trustee boards concerns the

handling and disbursal of library funds. The Commission has found

that there is no uniform method among trustee boards to account for
either local tax funds or state aid monies. Roughly one-half of the
boards have sole control over financial record-keeping activities. The
remainder have transferred some or all of the financial management of
funds, liabilities, and balances to municipal government. The lack of

specific accounting procedure in library law is creating serious difficulties.

Tensions are increasing among some local officials and their boards about
the absence of clear fiscal accountability. The number of instances of
mismanagement of library finances, including large over-expenditures,

is rising as well. Local officials need to have an effective voice in

financial matters of all local functions in these times of high inflation,

budget limitations, and taxpayer demands for accountability.

At the same time, this lack of uniform accounting of library funds has

also hindered activities at the state level. The State Library is required

to administer a number of its public library programs on the basis of
financial need. In addition, it must monitor instances where library boards
have saved state per capita aid for future purposes. Both of these activities
are difficult to accomplish in light of the present absence of uniform financial
information about public libraries. Two final aspects of library governance
that deserve immediate attention are the composition of county library boards
and the absence of aquorum requirement before passage of board resolutions.
In regard to the county boards, the Commission has found a number of cases
where the present board does not reflect the geographic area serviced by

the county library. This is probably due chiefly to the small size of the
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existing boards. The question of size can easily be corrected in the
law. The need for a quorum, on the other hand, is a matter of good

parlimentary procedure and better accountability to local residents.

In light of these considerations, the Commission believes that the

statutes dealing with library boards are in need of revision. The ambiguity
in these early ‘laws does not fit well in the context of modern municipal and
county management of services. The Commission stresses, however, that
as a result of necessary revisions in these laws, library boards should
retain an essential autonomy of operation. This independence should apply
to the internal affairs of staff and services. Public libraries must remain
free from unwarranted influence or pressures in their role as educational

institutions. The Commission's primary concern, in the area of public

library governance, is that local government have the ability to participate

in library affairs where already specified by ‘law. Areas of joint decision-

making, involving local tax appropriations and other actions with long-
term implications to taxpayers, must be clearly expressed in statutes dealing

with library boards and local government.

Evolution of County Libraries

No one type of library seems to have undergone more of a change

in emphasis since its inception than the county library. The advent of

county libraries began with the forming of a common state-local interest

in providing libfary services. State efforts to improve local library services

began with the creation of the Public Library Commission, a forerunner of the
State Library. This agency was primarily responsible for promoting access to

local library services during the early part of this century. For years, this
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commission had been providing library services to communities without

libraries through its traveling library program. However, two conditions

. surfaced that caused the Public Library Commission to seek another way

of extending local library services. First, the process of establishing
municipal libraries was especially slow in rural and undeveloped areas of
the state. In addition, the traveling library program was very limited in
the types and amounts of services it could provide to people. At this same
time, many communities began to express a need for school library services.
A survey conducted by the Public Library Commission revealed that, in a
number of counties, many schools had no libraries of their own and few
general circulation books for schoolchildren. As a result of this situation,

the commission began to consider ways to provide these schools with library

services. Out of the dual need to improve the travehng hbrary plan and

provide direct library services to public schools, the county library plan

was born.

Since the original county library law was passed in 1920, a number
of things have occurred. Generally, the present version of this law
follows the provisions in municipal library law. In turn, the evolving
pattern of county library services has followed suit. Today, most county
libraries have grown-to become large-scale public libraries and now offer

a wide range of services.

Viewed in a historical context, the present level of county library
development shows both change and continuity. On the one hand, county
libraries now serve rural areas by using bookmobiles and storefront "stations"

instead of the old-style traveling libraries. School services continue but are
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adjusted in recognition of school media programs. In addition though,

most county libraries have developed into strong, full-service libraries.

A number of them have improved access to services by setting up branches.
Many carry out a major role in the statewide library network (as discussed

‘in section three of this chapter). In a sense, the nature of county

libraries is somewhat unusual. The mix of service roles, old ones and

new ones, has led to certain operational problems.-

The difficulties that county libraries face in providing quality services
are not usually apparent to most people. In order to appreciate these
problems, it is first necéssary to know the nature of county libraries.
First of all, State law requires all communities not having municipal
libr;aries (afsp defined in law) to support a county library, if one has
been established by the county freeholders. They are called members
‘of the county library system. The remainin'gr;' towns are said to be exempt
from supporting the county library since they have municipal libraries.
However, towns that do have municipal libraries may voluntarily support
an -existing cpunty library and give up their exemptions. Thus wher-
ever a counfy !ibrary exi_st;, two separate groups of libraries automatically
occur. In one group are the member communities, both required and
voluntary ones, while the other group consists of the exempt towns. This
situation can change over time since towns are allowed by law to switch
camps at will. Any present member community can become exempt by

setting up a municipal library. Exempt towns can move in and out of the

county library system from year to year. Obviously, changas in county

library membership affect both the overall property tax base supporting

the library and the extent of its services.
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Another aspect of county libraries is the composition of their
"systems". Each system is really a collection of various types of
libraries (see chart on following page). The types of libraries used
in any system can vary from county to county. Service coordination
within each system will tend to follow the make-up of the system. For
example, branches are tied closer to the central library than free public
libraries or associations. Storefront stations and associations often have
limited hours of operation. Some county libraries have many branches

while others have none. Hence, the structure of a county library can be

complex and will tend to influence the provision of services.

Overall, the service, roles of county libraries are influenced by three
basic factors, (1) the history of rural and school services, {2) the
composition of the library system, and (3) the State Library. The State
has. designated 10 of the 14 county libraries to perform regional library
services on its behalf. These services are intended to augment the services
of smaller libraries by providing additional access to the greater resources
of the county library. Thus most county libraries act as back-up service
centers to all other libraries in their respective regions. Such. services
are available to both - member and exempt communities of the county library

system itself. In a sense, the older, local service role and the newer,

regional role of county libraries conflict with each other.
The unusual nature of county libraries -- complex structures and
conflicting responsibilities -- is rooted in library law. The original county

law was intended to be optional and flexible. As a result, no two county
libraries are quite the same. However, several general observations can

still be made about county libraries. Noting these facts will help set the
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Chart 11-9 o

DEVELOPMENT OF A COUNTY LIBRARY SYSTEM
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stage to address their inherent problems of structure and role. Actually,

the overall picture of county libraries is a healthy one, especially during

the past ten years. Between the years 1968 and 1978, county library
resources have grown at a faster rate, on the average, than have public
libraries statewide. The same outcome is true when measuring the circulation

of library materials. These facts point to the conclusion that county libraries

are viable and important local service institutions. Indeed, the trend in

revenue growth for municipal and county libraries is about the same, as

shown in the following chart.

Chart 11-10
Trends in Library Revenue Growth
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The Commission is of the opinion that county libraries are here to

stay. The overall situation seems to indicate a demonstrated need for such
tibraries. In fact, they are really equivalent to municipal libraries in basic

purpose and functions, i.e., providing traditional, nearby library services.

However, the péculiar nature of county libraries -- complex structures
and conflicting service roles —— can give rise to problems. It has the
capacity to create various tensions whenever towns move to become exempt
from the county library. It also invites dissension among local libraries and
librarians in their efforts to balance conflicting service roles. These problems
have existed for many years wherever there are county libraries. They may
not always be apparent to persons outside of the library environment but
take a heavy toll nonetheless. In short, county library problems have acted
to seriously forestall library development in New Jersey. Section three of
this chapter, Investing in Adequate Library Sérvices, explores this situation

in detail. The Commission believes that county libraries will always need to

face the possibility of adjustment in the delivery of local and network services.

Therefore it is the responsibility of the State to give county libraries, through
the freeholder boards establishing them, the statutory ability to adjust their

structures and services when it is necessary to do so.

Role of Associations

Associations are the oldest form of organized library service in New
Jersey, dating from colonial times. As mentioned in chapter one, associations
are organized under New Jersey law as private, nonprofit corporations. They
were formed most often as a result of private citizens' concerns for local
library services. Usually they were launched with a few trusts, some

donations, and long-termloans of private book collections. Later, town
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officials started to help support the associations with tax funds in exchange
for library services to the entire community. Hence, associations are a third

type of local library along with county and municipal free public libraries.

The private nature, small size, and low level of public tax support

together act to limit the service development of most associations. Indeed,

over 40 percent of them currently have difficulty providing modest local
library services. This lack of service capacity can best be viewed in the
context of the resource standards for state per capita aid (presented inChart
11-11). The bottom half of this chart shows the performance of associations
in meeting these standards, for the period 1973 through 1978. There has
been very little improvement during this peﬁod. As of this past year, 43
percent of all associations still did not meet all of the minimum standards for
staff, materials, etc. In contrast, the top half of the chart shows the
performance of municipal libraries. It has remained consistently high. On
the basis of minimum resource standards, municipal libraries, as a group,

have a greater capacity to provide adequate local library services.

The problem of association development lies chiefly in the absence of
the legal safeguards that guide municipal libraries. Since they are not free
public libraries as defined by law, associations do not have to abide by the
provisions of municipal library law. Towns that support associations are
likewise free to accept or ignore these provisions. This situation is most

apparent in the trend of public tax support for associations (see Chart 11-12).
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Chart 11-12

Trend of Association Library Funding
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As a result, most associations, on the average, receive about orne-ralf of

the amount of tax support that is required by law for municipal libraries.

This condition has existed since 1972 -- earlier the level of tax support

was even less.

Hence, the impact of inflation on public libraries is much worse for

associations, given their weak financial picture. Small budgets and little



You Are Viewing an Archived Report from the New Jersey State Library

revenue growth greatly affect the resources available for library services.
A comparison of resources in associations and municipal libraries highlights

this point (see Chart 11-13). Overall, a typical association possesses less

than 40 percent of the resources in an average municipal library, even when

excluding the larger municipal libraries from the comparison. A basic con-

clusion appears evident from these facts. |t appears likely that many

associations cannot supply adequate library services to those communities

partially supporting them. Fortunately, county libraries have the legal

responsibility to provide adequate services to these communities with asso-

ciations. The Commission feels that the basic validity of the county library

law is upheld by the condition of library services in towns without municipal

libraries. County libraries are the ones most able to serve the state objective
of promoting access to nearby services. They are also in a position to deliver
quality services to residents. At best, the role of associations should be to

assist county libraries in this endeavor.

In summary, many local library issues involve improving the access to
nearby, quality services. Achieving better access will mean that a number
of things will have to be done. Keeping branch libraries open, buying more
‘materials, active support for school libraries, and improving the working
relationship with local government are some of the measures to be considered.
At the same time, county libraries will have to be afforded some optional

ways of balancing their local and network service roles. These actions

represent the bare minimum necessary to achieve the new goal for public

libraries in a time of limited resources and money -- the preservation of quality

library services. The Commission is ready to lend its support and advice

to state-local efforts for reaching this goal.
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Section Three: Investing in Adequate Library Services

Overview

A great deal of time and money has gone into the development of
local library services. The State has long sought to promote local libraries
through the passage of enabling legislation and the dist'ribution of financial
ai_ds. At the local level, many counties and municipalities have established,
and now support, their own libraries. Presently, there are more than 300
local libraries and associations in existence. These efforts have resulted in
a substantial commitment of resources to the local library function. Local
government allocates the greatest share -- currently over 50 million dollars
of local tax revenues per year. The State adds another 6 million dollars

while federal aid accounts for a little more. This kind of financial

support invites a very basic question. As public libraries begin to move

into the 1980s, how will this investment in library services change --

especially in an era of inflation, tax limitations, shifting priorities and

cutbacks?

The answer to this question involves a number of things since getting
more money cannot alone suffice. Realistically, there won't be too much
more of it to go around. At the same time, new governmental priorities
will tend to get in the way of older, existing commitments. Hence, the

overriding objective of future investments in libraries must be to make

better use of whatever resources are available. However, at this point, the

means to do so are few. Ways must be found to encourage financial resources
to be as productive as possible. Reconsidering old habits and experimenting
with new ideas will have to take place. The only alternative is really none

at all -- the status quo approach can only lead to a decline in services.
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Overall, these new directions will require firm leadership tempered with a
patient hand. It is appropriate that the State Library be asked to take

on this responsibility.

Stability for County Library Systems

The success of new ways to maintain quality services will largely

depend upon the ability of libraries to work together. This is the reason

why it is so important to develop new laws to deal with the complex structures
and conflicting service roles of county libraries. County libraries --— by
virtue of their local systems and network responsibilities —- are directly
related to many municipal and association libraries. These. working relation-
ships have become strained as a result of existing county library structures
and roles. In a growing number of instances, working arrangements are‘

now breaking down. Disagreements regarding service responsibilities are

occurring more often. Overall, there is a lot of contention among locali

libraries and government officials as to how county libraries should meet

their obligations. Indeed, there is even no common understanding about the

nature of these obligations.

Clearly, a willingness among libraries to work together cannot be

found in this kind of situation. Ignoring these quarrels will also not make

them any less of a strain. Tensions and differences of opinion are too great.

Yet, in order to insure adequate provision of library services, cooperation

among libraries will be necessary. Without this cooperation, most new

proposals to benefit libraries.and the people who use them,will not be

possible. Therefore alternatives must be made available that could limit,

if not solve, problems stemming from the present structure and roles of
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county libraries. Good working relationships -- essential to future progress
and the preservation of quality services -- will not come about in any other
way.

The need for change is made clear by taking a closer look at the

structure and roles of county libraries. Earlier in Section two of this

chapter, the idea of county library systems was introduced for the first
time (recall Chart |1-9). Several possible types of library operations were

- identified in these systems; including other public libraries, associations and
branches of the county library itself. Yet, it is important to realize that
the membership of any county library is actually the municipalities helping
to support it. Associations, branches, stations, etc. are the vehicles
through which the county library delivers services (e.g., books, general
reference, children's programs) to thése member municipalities. The branches,
associations, etc. are not really members yet.are thought of as "stand-ins"
for the municipalities served by them. Thus, each member municipality

can be associated with a particular type of library service outlet in the

county library system.

The extent of services received by any member municipality will depend

“largely upon the type of library outlet supplying them. In turn, the level of

service received from the county library can determine a town's willingness
to remain a member of the county system. The following chart shows the
total distribution of service outlets to municipalities supporting county

libraries.
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Chart lI-14
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communities have expanded stations or branches of the county library.

With some exceptions, these municipalities represent a stable base of local

support for county libraries. The exceptions are usually cases where either

the county library has weak service outlets (e.g., few or no branches,
poorly staffed stations) or a town desires a municipal library under its

own control.

. County libraries are also strongly supported by member towns that

have their own municipal libraries. Library law allows towns to give up

‘their membership in county library systems if they support free public
libraries established by law. Yet a number of these towns have voluntarily
‘chosen to remain as members of the county system. The county library
generally assists these libraries by backing up their services with its
farger collection of materials. However, in terms of total county library

membership, this is a small group of communities.

Questions about the base of support for county libraries most often

.begin. when member towns also support associations. Wherever an association

coexists with a county library, there is a split in support and control of
library services to the community. The best example of this division can be
seen in the distribution of tax revenue to pay for Iib»r-ary services (see chart
on following page). In the year 1977, member towns gave 40 percent of their
t'otal library taxes to associations and 60 percent to county libraries. The
size of both shares is significant but for different reasons. Overall, associ-
ations receive a large share of money in light of their generally weak service
picture (recall Chart 11-13). On the other hand, county libraries have the
statutory responsibility to provide extensive quality services -- yet must do

so using only two-thirds of the available funds. In the middle are the
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Chart 11-15
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municipalities, who find themselves paying money to two libraries for

local services. This situation is a major cause of wistability in county

“library systems. As local tax support to an association rises, it is often

cost effective for a municipality to have the association become a municipal

library. In this way, the town can leave the county library system and thus

avoid a second library expenditure.

Aside from structural problems in county library systems,there are
also questions about both the local and regional service roles of county

libraries. Two major kinds of role problems exist, namely, coordination of

local services and equal provision of network services.

Associations are involved in the coordination problem -- dealing with
the question of control over local library services. Chapter one mentions
‘that associations are private, nonprofit library service corporations. They
usually receive significant public tax support:.that supplements their private
funding sources. For the most part, they operate as autonomous agencies.

As a result of this situation, associations may or may not work in direct

cooperation with the county library in providing local services. However,

there is no basis in law or regulation to guide this possible joint provision

of services.

‘Failing to come to some working agreement with individual associations

forces a county library to take certain actions, namely to: (1) set up its

own service outlet in the town, (2) give a book allowance to the association
and let it provide the services alone, or (3) avoid taking part altogether in
local services to the town. In this last case, the county library essentially
lets the association provide library services to the community. All of these

options amount to leaving the associations alone. Attempts by county libraries
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to coordinate services of associations violates their autonomy. Even worse,
such actions could encourage associations to petition their communities to
become municipal libraries —- thus remaining free from county library

control. Hence, county libraries can contribute to the instability of

municipal membership in their systems by trying to deal with associations.

Overall, there appears to be numerous operational tensions between
county libraries and associations. These problems usually involve matters
of service coordination and the sharing of resources. Since there is no
consistent basis for a joint approach to library services, unnecessary
duplication of services can readily occur. Conversely, service gaps are
as likely as duplication. Ultimately, it is the people desiring quality services

who suffer from this ambiguous situation.

The second category of questions, about county library service roles,
deals with regional services. In Section two «f this chapter, the conflict
between the local and regional service roles of county libraries was introduced.
The point was made that the State Library has encouraged the provision of
regional, i.e., network services by county libraries (network structure and
services are major topics in Chapter 3). These services are available both to
towns that are members of the county library system and to remaining towns
in the county that are exempt from the system. Chart ﬂ:l‘i showed that
‘these exempt communities amount to 23 percent of all communities served by

county libraries.

In seeking to provide network services to such a large group of

communities, county libraries can increase the instability in their systems.

First of all, resources can be drained away from member municipalities

thereby reducing their services. A situation of this kind would invite
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towns to leave the system and set up their own libraries. In addition,

if county libraries actually did provide extensive network services there
would again be no need to remain a member of the system. Towns could
support a small municipal library, become exempt from the system, and yet
receive extra services via the network program. This scenario can easily
happen wherever towns are already providing most of the funding for
associations. It would not take much more money to support municipal
libraries and thus be exerﬁpt from the county system -- and a second

library expenditure as well. Hence, in order to maintain stability of county

library systems, an edge in service provision must be given to member

communities. In other words, there cannot be equal provision of network

services to both member and exempt towns without creating the possibility

" that member towns will then seek to leave their county library library systems.

After éxamining the county library situation in great detail, the
Commission has confirmed the problems outlined above. The structure
of county library systems does indeed lead to an unstable base of support
by member municipalities. Services are impeded by a lack of formal working
relationships with associations. Exempt communities, through their municipal
libraries, demand net»yor'k services that strain the capacities of county
libraries to also satisfy the members of their local systems. In short, the

structure and service roles of county libraries create an ongoing process

of withdrawal by municipalities from county library systems. For these, and

other reasons, 18 communities have left the library systems during the last
ten years. The loss of the communities also signals the loss of their municipal

tax bases as a source of financial support for county libraries. A continuing

loss of membership in county systems can only erode the position of county

libraries as a major factor in the provision of library services in New Jersey.
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Hence, the Commission believes that substantial revision of county

library law is necessary. Without these changes in the law, the problems

of county libraries will soon grow to be a major obstacle in the provision
of both local and network library services. Such an occurence would be
intolerable to the State. It would go against the historical state interest
to improve the access to local library services for all citizens. In addition,
this situation would undermine the statutory mandate of the State Library to
coordinate a statewide system or network of libraries. Therefore, it is in

the interests of the State and its citizens that ways be made available in

law to surmount county library problems of structure and role.

In order to support such changes in county library law, the Commission

feels that certain guiding principles should first be established. The develop-
ment of alternatives must begin with a clarification of fhe basic purpose of
county libraries. Communities without municigal, i.e., free public libraries
established by law, are required to support a county library if oné exists

in their county. In light of this mandate, library associations can only be

considered in a secondary library service capacity. There are a number of

reasons for this assertion.

County libraries are the ones responsible to communities without
municipal libraries for the provision of quality services in accordance with
state standards. In contrast, a town voluntarily chooses to help finance
an association. There are no guarantees that such support will continue
in future years or meet the legal minimum levels of funding set for county
and municipal libraries. Finally, most associations, on the average, are not
adequate substitutes for municipal libraries. The resources of most associations

are too small to serve as a base for quality local library services (recall
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Chart. }}-13). Hence, the Commission is of the opinion that only county

libraries have the resources and legal responsibility to provide quality

services -- equivalent to the services provided by municipal libraries. Any

changes in existing county library law should reflect this fact.

While granting the importance of county libraries in providing quality

local services, the Commission nevertheless believes that county library

systems must continue to accept the possible loss of member communities.

At some point in time, the needs of any of these communities may indeed
be better served by a municipal library. In addition, county library law
has always been interpreted as allowing withdrawal in return for the establish-

ment of a municipal library. In retrospect, it appears that enabling the

establishment of municipal libraries is the principal objective of local library

law overall -- leaving the opportunity to also esta‘bliSh a library on a county

basis for all towns unable to take advantage of municipal library law. Thus,

requiring an absolute or even long-term limitation on any future withdrawals
would set a new primary objectivé in local library law -- the maintenance of an
existing county library. Such a result would be inequitable to all municipalities
mandated to support a county library untzl they establisha municipal library --
denying them the legal right, already exercised by 221 communities, to establish

their own libraries. Therefore county library systems cannot be granted

permanent stability by denying, over an extended period of time, any future

withdrawals by member municipalities.

In general, the Commission supports the development of provisions in
law that would grant some relief from the present situation to all parties —-

county libraries, associations, members of local systems and exempt communities.
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Some of these provisions should probably be mandatory while others would
be more attractive as options. Each of them should be able to address some
aspect of the problems of structure and role discussed earlier. On this

basis, the Commission believes that there are at least 5 major actions to

consider, namely: (1) having county library systems cope with future
withdrawals, (2) closer working relationships between associations and county
libraries, (3) promoting the reorganization of county library systems to
improve access to nearby services, (4) pooling financial resources in order
to strengthen public library services throughout a county, and (5) reducing
the burden on county libraries to provide network services. The Commission
further believes that it is essential to work these objectives into any revision

of library law.

Tools Available for Local Library Development

The earlier parts of this chapter discussed at length the issues facing
local libraries in New Jersey. In thé course of these discussions a number
of specific problem areas were identified. Most of the key areas were related
to either library funding or programs. Actually, money and plans for using
it are the basis for most governmental activities to improve library service.
Any remaining activities usually relate to the monitoring of either programs
in operation or compliance with the legal framework for existing programs.

Generally then, money, programs, and management activities are the tools used

to improve, i.e., develop library services.

The State Library has, over the years, occupied the central governmental

role in the development of local library services. The duties of the State
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Library, at the local level, include administration, consultation, development,
preservation and regulation of all publicly-supported libraries and services

(recall Table 1-1). In performing its role, the State Library acts chiefly

as administrator of local library laws and regulations. For the most part,

state-level efforts to develop local libraries have been limited to the adminis-

tration of local aid programs. The fact that library development is mainly

confined to monitoring aid regulations is understandable for a number of
reasons. Primarily, there is little money available at present to undertake

other types of programs. In addition, aid regulations act somewhat as standards
for  minimum services. Hence, it is important to spend time promoting
compliance with the regulations. The Commission recognizes that compliance
with minimum resource standards is a necessary objective for improving the

provision of local library services.

However, these standards are being met‘{“bx mast public libraries. This

situation raises questions about the direction of library development activities

in future years. Is it a signal that present standards need to be revised —

that is, adjusted upwards in order to create new levels of achievement? If so,

state-level development activities for local libraries will not change at all. They
will continue to have only one dimension, namely, to improve services through

compliance with aid regulations.

Efforts are underway around the nation to broaden the activities of

state library agencies. The New Jersey State Library is actively involved

in several national organizations working to achieve this goal. Current guide-

lines, set by these organizations, suggest that active library development and

coordination of statewide library resources should be made the top priorities

of state libraries. Planning, initiation, and evaluation of library programs
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need to be increased across the board. An emphasis on these areas will
work well in New Jersey given the present situation. It would considerably
broaden the current approach to improving library services that relies upon

aid standards alone. To its credit, the State Library has begun to work with

these other aspects of library development. However, there remains work

to be done.

The Commission believes that the State Library needs to expand its

library development activities in a way that seeks to initiate as well as

administrate. There are a number of new activities the Commission feels
are worthy of consideration regarding local libraries. They are outlined

in the following table.

Table 11-3

IMPROVING THE ROLE OF THE STATE LIBRARY
IN LOCAL LIBRARY DEVELOPMENT

Needed Activities Description
* Promoting Development of A new aid program designed to upgrade
Public Library Resources library collections, based upon an

analysis of community needs.

» Safeguarding Local Access A new aid program designed to assist
to Nearby Library Services branch libraries, based upon financial
need.
* Stronger Involvement in A clear legal basis for both school media
the Public School Education centers and the State Library in the
Act of 1975 T &€ E program for public education.
*Conserving Historical A new aid program designed to identify
Resources and organize valuable materials as

special collections.

* Tightening Compliance A new provision to deny per capita aid
with Library Standords after a period of noncompliance with
regulations.
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Section Two of this chapter discussed the present lack of effort in each of
these areas. It also outlined the need to correct these problems in order to
preserve quality library services. Based upon its research findings, the

Commission feels that these actions are the minimum necessary to maintain

the longstanding State interest in promoting local library services to its

citizens. In addition, such measures will provide the Division of the State
Library with a renewed capacity to satisfy its mandated responsibilities to

local libraries and communities.

In summary, local libraries need to be given some options for organizing
and delivering their services. - These measures are needed if libraries are to
survive economic pressures in the near future. Two basic types of action
have been discussed in this last section of Chapter two. First of all,

county libraries need flexibility in working with other libraries. Firmer

-support for county libraries should be tied t¢"a commitment to provide nearby
community services. In addition, local financial resources should be pooled

in a way that improves the services of all public libraries in a given county.

Second, new programs are needed to revitalize the State's approach to local

library development. These programs should be conducted by the State Library

and act to offset limits in local tax support to libraries. The Commission
believes that the State can do no less and still promote access to quality

local library services for its citizens.
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CHAPTER 3

NETWORKING AMONG LIBRARIES
Overview

Every library is restricted in the extent of services it can provide

- to people. There are physical limitations such as the size of buildings,
staffs, and collections. More importantly, the funding of most libraries

is usually tied up in supporting their present levels of operation. Little
money is left to expand facilities, staffs or holdings of books, etc. Yet

at the same time, the library profession has traditionally sought to meet

the service needs of everyone walking into its libraries. Indeed, most
people using libraries expect nothing less than full service -- their questions
answered and materials made available on the spot. Obviously, there is

a basic conflict here. Libraries are sometimes caught in a position where

~

their resources fall short of meeting the service needs of everyone.

The idea of a network evolved as a way to overcome the inherent
limitations on each library to satisfy all service needs. In practice, a

network can be the means by which libraries can tap the resources of

each other. Through a network, a library can search other libraries for

materials and information it does not possess itself. In this way, the

requests of library users can be filled regardless of the physical and

financial limits on the individual library. Thus, a library network is

really an irreplaceable part of the provision of quality library services.
Without the availability of a library netwerk, certain requests for infor-

mation and materials would go unanswered.
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This kind of reasoning is the basis for the present New Jersey

library network that is run by the State Library. The major objective

of the state network is to provide a process through which information

or materials can be channeled among all libraries in the state. Hence,

people can go to any nearby library and, in effect, be able to use the
collections and services of many libraries. Their local librarians will
contact other libraries using network procedures and obtain whatever

services are necessary. Overall, the network acts to improve statewide

access to library resources.

Clearly, the library networkis a vital part of the State's program to
promote access to nearby library services. At the local level, the network
is important as a means of improving the delivery of library services —-
avllowing each library to go beyond its own walls in the search for information
and materials. To people using libraries, the network is perhaps the best
way of locating indepth or hard to find knowledge on any subject. There-
fore a network is only as good as its ability to answer questions and find

materials.

Networks are distinguished from each other on the basis of the methods
each one employs to meet the demands for library services. A look around
the nation reveals a rich variety of network approaches to library service.
It also conveys an important message to anyone concerned with improving

the delivery of library services. The concept and practice of library net-

working is changing in the United States today. New approaches at the

national, regional and state levels are underway. A major factor shaping
these networks is the application of electronic technology, i.e., computers
to library operations. As a result, the ability of networks to supply

information and materials is rapidly being improved.
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The New Jersey library network, now some 12 years old, needs to

be reconsidered -- both on the basis of its own performance record and

in light of network innovations elsewhere in the country. The best of

the state-type networks have owed much of their success to four basic

things, namely: (1) an ability to involve different types of libraries in

network activities, (2) a flexible organization, (3) simple procedures to

find and process information and, above all, (4) a strong state commitment

to a network program. These ingredients for a well-running network can

guide an evaluation of the current New Jersey network as well. At the

outset, possible changes in the present network approach must be weighed
against the consequences of doing nothing. As always, the primary State
objective of any changes should be to improve the access to library information and

materials for all of its citizens.

State Responsibility for a Library Network

The Division of the State Library is directed by law to perform a

number of duties on behalf of New Jersey's citizens. These activities are

intended to supplement the services of the other libraries in the state. In
" some instances, the State Library is empowered to provide direct services,
e.g., legislative reference to state government and a special library for
blind or handicapped persons. However, the main thrust of State Library
activities involves working together with the various types of libraries in

the state to improve overall services. These activities are generally described

as "library development". Chapter two dealt with the State Library's involve-

ment in local library development -- that is, working with public and school

libraries on an individual basis to make services better. However, there is.
a second major. Kind of library development used to supplement or extend

library services around the state -- library nztwork development.
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One of the major statutory duties of the State Library is to coordinate

" a_statewide system of libraries (see N.J.S.A. 18A:73-35). This mandate is

the foundation for the state program of library network development. The

‘State Library uses the network concept, mentioned earlier, as a way to
organize the various librafies in the state as a cooperative system. In this
system, a uniform set of networking procedures allows different libraries to
pass information and materials among themselves. The State Library assigns
certain libraries special roles in the network system and also manages its

ongoing activities.

The network development program is a necessary counterpart to local

library development activities. It is broader in scope than the local develop-

ment program in that all types of libraries can belong to it -- college,
university and special libraries as well as local libraries are eligible to
participate in the program. More importantly, the network program is a
way for individual libraries to add to their own services through a process

.of mutual assistance.

The network, then, is an indispensible part of the State's long-standing
~program to promote access to library services for all of its citizens. Through

the process of networking, each library, and therefore anyone using it,

potentially has the means to utilize the resources of the whole community of

libraries in New Jersey. In the near future, networking will become a primary

way for libraries to survive tight operating budgets and rising costs -~ while

still providing up to date, quality services. Therefore the Commission feels

that the New Jersey library network should be strengthened as much as

possible, and without delay. A viable network can be the best way for the

State to improve library services to citizens on a statewide basis, given the

practical limit to aid funds for libraries.
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Structure and Functions of the Statewide Library Network

The New Jersey library network is not something that is readily

apparent to the average citizen. For the most part, the network cannot

be seen in operation. There are no network buildings and librarians,
engaged in network activities, don't wear special uniforms. Essentially,

the library network is a process that increases the extent of services avail-

able to people using libraries. By feollowing the written procedures for this

process, a library can contact other libraries and request information or
materials. Obviously, libraries use the network process to find things that
they don't have in their own collections. Thus libraries can be more success-

ful in filling requests for specific information or materials from library patrons.

In practice, the network process works best as a means to find specialized
or technical materials not available in the average library collection. Overall,
the network process allows most libraries to concentrate their financial
resources on services and materials that meet the daily needs. of people using
libraries -- expensive or hard to find materials can usually be acquired from
other larger or highly specialized libraries via the network. Hence, the net-

work offers a way to both stretch library funds and back-up day to day

collections with the greater resources of other libraries.

In 1967, the State Legisiature passed a library aid law that set into
motion the means to form a library network. Part of this state aid program
provided certain funds for libraries engaged in network activities (see N.J.S.A.
18A:74-1 et seq.). From this basis in law, the State Library designated
certain libraries to perform network roles in accordance with procedures it
had prescribed for them. This effort resulted in the library network in

operation today (see Chart IlI-1 on following page).
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Chart 111-1

NEW JERSEY LIBRARY NETWORK
N.J.S.A. 18A:74-1 et seq.
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The network process outlined in this chart is based upon a fixed
grouping of the libraries in New Jersey into three "levels of service."
This conceptual structure of three network levels acts to separate libraries
according to the type of service they provide to people. At the bottom or
local level are all libraries in the state -- regardless of their type or size.
This level indicates that, basically, every library (e.g., municipal, county,
association, school, college, university, etc.) operates independently -—-—

serving the people in its community or organization. Hence, the local level

of service is the sum total of the daily activities of individual libraries

without regard to a network.

In contrast, the upper levels of the pyramid at the top of Chart |j|-1
identify certain local level libraries that also perform network services. The
second or area level is composed of 25 designated municipal and county
libraries. Similarly, the third or research level consists of 4 of the largest
libraries in the state (Newark Public Library, Princeton University Library,
Rutgers University Library, and the State Library). Each of these libraries
provides network services to any of the libraries at the bottom, local level

upon request.

The functions of area and research libraries are to convey infer-

mation (generally called reference service) and ship materials (generally

called interlibrary loan service) out to any local library. In this way, a

local library can satisfy its patrons even if it doesn't have the resources

to do so in its own collection of facts and books. These two functions are

the primary services of the network. The difference in services between

area and research libraries is mostly one of degree. Research libraries, by
virtue of their size, are able to provide both a wider, and more specialized,

range of information and materials.
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There are a number of procedures associated with the provision of
network services. A lot of them deal with the protocol for libraries to
request and share their resources. For example, each area library is
responsible for network services to all libraries and residents in a
designated éeographical region of the state. In order to receive network
services, all libraries and residents in the region are supposed to contact
their area library -- in a formal and uniform manner. Each area library
passes unfilled requests for service to either Newark Public Library or the
State Library. Both of these libraries act as regional coordinators of all
third level requests to the four research libraries. Other procedures are
concerned with things like the conditions for a loan, the specific form of a
request, expenses and so on. All network procedures are outlined in a
formal "code" (see Chartlli-1) that is binding on the area and research
librarfes while voluntary to all othér, local level, libraries. The detailed
administration of the code is, in turn, provided in a companion operations

manual.

Essentially then, the statewide library network is organized into three
levels, i.e., groupings of libraries and two levels, i.e., categories of net-
work service. The principal services available from area and research libraries
are reference and interlibrary loan. The actual procedures used to conduct
these services are prescribed in a written code and manual. Taken together,
the structure, functions, and procedures of the network provide a process
through which specialized, and hard to find, information and materials can be
delivered to people -- simply by going to their nearby, local library and

making a proper request.
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The statewide library network has been developed over a period
of 12 years from 1967 -- the enactment date of the library aid law. There

have been two major achievements of the library network. First, the 25

area libraries have received additional state aid funds to expand their
individual collections of materials. As a result, the resources of these
libraries have been substantially increased in order to serve the wide range

of libraries and people in their regions. Today, area libraries are among

the strongest public libraries in the state. The second accomplishment is

the continued operation of the network itself. The network serves as the

primary basis of present and future cooperation among libraries. Many

innovations in library services, as well as continued improvement in existing

services, will increasingly depend upon having a statewide network in operation.

The Commission believes that the network has, over the years, demonstrated
that its underlying philosophy is valid. Furthermore, the existance of the
network has added a new dimension to the services available to citizens of
the state. Overall, the network operation contributes to the improvement of
access to adequate library services across New Jersey -- consistent with the
historical interest of the State regarding library services. Since the network
is important to the provision of quality library services, the Commission feels
that it should be carefully examined and improved wherever necessary.

Recently, some problems have become evident in the statewide library network.

QOverall Performance of the Network Process

The library network is a three-level operation with network services
available at the second and third levels (recall Chartlli-1). Essentially, this
kind of network is a fixed system. In other words, a set structure is used

to group all libraries in the state into three distinct categories. Furthermore,
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the libraries in each category are directed to follow uniform procedures
in sharing resources with other libraries. Clearly, this type of network

arrangement is generally rigid in practice. In contrast, though the network

structure and operating procedures are rather well-defined, the functions,

(ie., services) performed by area and research libraries remain ambiguous

{recall Chartill-1). The Commission has found that the functions of the

network are not clearly expressed in law -- they are simply mentioned by

name in the distribution formulas for state aid to libraries. While it is true
that network functions are open-ended and therefore difficult to pin down --

the lack of a firm basis in law has created a good deal of confusion among

those libraries performing, and those receiving, network services. A closer

look at the functions of area libraries will illustrate this point.

Each of the 25 municipal and county libraries at the second level of the
network signs a state contract to provide ares services in their service regions.
Appended to these contracts is a list of "area library responsibilities and

minimal services" (see Table lll-1on following page).

This list is supposed to represent a definition of area library functions.

However, the Commission has found little distinction between the functions

of area libraries and many local libraries in practice. This hazy distinction

can be explained best by reviewing the performance of area libraries in the

network process.

In regard to the two principal network services, interlibrary loan and

reference, only the loans are measured at all. The Commission believes that

the record of network performance regarding interlibrary loans is only fair.

The total number of loans statewide, though small, has grown at a rate of

over 90 percent during the past ten years. However, the number of wnfilled
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Table 11i-1

AREA LIBRARY RESPONSIBILITIES AND SERVICES

Responsibilities

* Subscribe to at least 350 current periodicals.
:Add a minimum of 5,000 titles per year.
-Maintain an area-wide coordinating council of librarians.

+ Open central facility a minimum of 60 hours per week for
reference services.

*Build and maintain a broad basic subject collection of at least
150,000 volumes. .

» Build up resources to serve special interests of the service area.
» Develop a comprehensive reference collection.
+ Maintain general and subject indexes and bibliographies.

* Make provision for 150 reader seats in central facility.

Services
* In-building use of resources by area residents.
¢ Reference and reading guidance to area residents.

s Interlibrary information and reference service to public
libraries in the area.

» Single copy photocopy service at cost to public libraries in
the area.

* Cooperative lists of holdings among area libraries.
* Information and publicity about area library services.

* Interlibrary loan service to all libraries in the area.
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loan requests has grown six times as fast. The Commission feels that this
record of loans, in and of itself, warrants a reappraisal of the current
library network -- especially its basic assumptions, as well as the capacities

of the 25 public libraries to provide area services.

There are several reasons for not measuring the reference services

of the network. Consider each of the three general types of area library

reference services. First, each area library is directed to answer all questions
from people coming to the library from anywhere in its service region. No
measurement is made of this service -- largely because there is no simple

way  to separate "area" questions from "other" questions -- that is, those
questions asked by residents of the community supporting the area library as
a local library. Second, the area libraries are supposed to answer questions
,r’ecefved by telephone from the other libraries in their service regions. This
service has the same problem of identification, as the "walk-in" reference
service and likewise is not measurable. Third, area libraries are often required
to locate detailed information or materials in response to either walk-in or
‘telephone reference services. This is a complicated, professional process
conducted by skilled librarians. It involves the use of certain types of
locational devices created especially for the library function. These finding
g_g_t_ﬂ_s_ are often technically-ordered lists (arranged by subject, publisher, etc.)
of variou.s resources held by other libraries. Area libraries try to develop
such finding tools among themselves in order to assist each other in providing
network services. These efforts to improve network reference services are

not usually given any credit in the measurement of area library services.

The Commission is of the opinion that the third aspect of network

reference services -- the development of tools to locate information and
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materials -- is the forgotten element in the functions of the network. A

well-run network is heavily dependent upon the availability of proper
locational devices to find materials accurately and quickly. However, the

~Commission has found that the network process in New Jersey does not provide

for a broader development of these finding mechanisms -- e.g., computer-

assisted tools are few and often out of date while there is an uneven ability

to locate resources in college and school libraries.

A viable library network is essential to the provision of adequate library

services in the future. Therefore the Commission supports two general actions

to improve library networking in New Jersey, namely: (1) an ongoing develop-

ment of proper locational devices to allow efficient networking of information
and materials among libraries and (2) recognition of these efforts as a primary
function, that is, service of the network program -- essential to interlibrary

loan and reference services.

Overall, the Commission feels that these functional problems are rooted
in the lack of a sufficient basis in law for the network process. Area and
research libraries are limited in their abilities to locate resources elsewhere
or among themselves. To its credit, the State Library has been working with
Rutgers University Library to reduce the lack of networking tools -- within

the severe limits of existing laws and funding.

Distribution of Aid in Support of the Network

Another way of understanding the weak points in the current network

process is to view it from the standpoint of funding. The library network is

mainly supported by state and federal aid funds. About 25 percent of the
total funds made available by the state library aid law are earmarked for

network purposes (see following chart). Since 1972 these monies have
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Chart 111-2

DISTRIBUTION OF STATE AID TO LIBRARY SERVICES

1979

Per Capita Aid

Administration
and Other
Grants

Network Aid 3
25%

averaged a little over. 2 million dollars per year. They are allocated by
law to the area and research libraries (see N.J.S.A. 18A:74-1 et seq.).
Over 85 percent of this total amount of state network aid or about 1.7
million dollars per year is distributed among the 25 area libraries. Since
1973, the State Library has also committed a substantial part of its federal
aid funds to network development -- amounting to more than 50 percent of
the available monies (roughly a million dollars per year). In addition, the
public and university libraries offering network services may or may not

use their own local budget funds for network purposes. To the degree
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that aid monies do not "cover" the costs incurred in providing interlibrary

loan and reference services, these libraries do perhaps use their own funds.

In any case, the general purposes of networking financial aid are

twofold. First, aid money is provided automatically to the 25 area libraries

and 4 research libraries in return for agreeing, by contract, to take part in
the network process. Hence, network aid can be viewed as a return to these
libraries for making certain services available to local libraries. (Aids are
not distributed in return for services performed by the area or research
libraries.) The best evidence to support this view of network aid is the

- legal formula for distributing state funds to area libraries. It consists of a
fixed grant plus an additional amount per capita. On the other hand, aids

to the research and regional libraries are strictly fixed grants. In addition,
the State Library has made the decision to allocate some of its federal "net-
work development" funds to pay for the deliviry of interlibrary loans —- since
this delivery service is assumed not to be covered by the state grant to area

libraries.

The second purpose of network aid, particularly in the case of the 25
area libraries, is to provide additional money to "build up" collections and
facilities of libraries with network roles. For example, the public libraries
that provide area services have to meet certain minimum requirements such
as collection size, etc. Initially, many area libraries did not meet these
requirements when’ signing their network contracts with the State Library.
They had to use a portion of their area grants to buy additional books, etc.
Fortunately, most area libraries exceed these requirements today. Only a
small portion of their grants are used for the purpose of buying materials --

mainly to keep certain items in their collections up to date.
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The Commission feels that these two reasons for the current distri-

bution of network financial aid clearly illustrates the overlap between local

. library and network library activities -- especially in regard to the area

library part of the network process. Twenty-five public libraries are
provided with state and federal funds beyond the amounts they receive from
the per capita aid program (see Section one of Chapter two). These
additional funds are not given in return for network services performed

but on a general basis -- to make network services available and also build-
up library resources. Earlier, it was mentioned that it is unclear in current
law how network services differ from local library services. Hence, the use

of network aid beccomes equally unclear.

Many libraries grouped at the first level of the network (public, school,
and college libraries) actually believe there is little difference between their
own services and supplementary network services. They have complained to
the Commission about this situation, stating that the existing network aid
program to the 25 area libraries is little more than additional Zocal aid to 25
public libraries. Unfortunately, the ambiguity of current network functions
suggests that such an outcome is quite possible, though inadvertent (recall

Table lI-1).

The Commission believes that the functions of the library network need

to be more precisely defined in law, in order to improve both service perfor-

mance and fiscal accountability. Network programs based upon this law should

also be expressed in more detail while the delivery of network services should

be recorded on an annual, statewide basis. Without an improvement in net-

work accountability at the local level, the willingness among local libraries

to cooperate in the network process will continue to decline. The voluntary,
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and therefore fragile, nature of a network cooperation must be maintained

at all times.

There is one other important aspect of network aid deserving of
comment. Certain statewide, local library activities are almost totally

supported by federal funds. One of these activities is the regional film

centers. The future of these film centers will have a direct bearing upon

the prospective shape and functions of the New Jersey library network.

There are five film centers strategically located around the state.
Each of these centers operates out of one of the state's larger public
libraries. Basically, they loan 16mm films and equipment to the general
public. Recently, films, slides, etc., have become an important part of the
educational and recreational resources of libraries. In essence, these audio-
visual materials are the modern alternative to printed forms of communication.

i
Overall, film resources and services are an integral part of the contemporary

library function. It follows that the State needs to think of film resources

as a necessary part of the means to provide adequate library services in New

Jersex .

The key question about film centers is Zow they should be addressed by

the State's library policy and programs. There are three alternative ways

to approach this guestion at the state level, namely to: (1) assist all local

libraries in the provision of film services to residents of their communities,
(2) incorporate film services as part of the library network, or (3) continue

the present arrangement of federal subsidy. The Commission would support

the library network alternative as the best way to provide substantial audio-

visual services in New Jersey. State aid resources would be stretched too
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thin by trying to promote film services in every local library. These
services are simply too expensive -- both to acquire and to maintain in
proper operating condition. In addition, much unnecessary duplication of
film resources would result from a local approach -- that could be avoided

by a consolidated, regional service system. The third alternative is just

as poor a choice as the first one. At present, the State Library is commiting
over one-third of its available federal library funds to the five regional film

centers -- about 6 hundred thousand dollars per year. The Commission feels

that to keep on reserving such a large share of federal funds for film centers

will soon cripple the State Library's overall program of library development in

New Jersey. As discussed earlier, the State Library will have to begin a
number of new programs in the near future -- both on a local and network
basis -- in order to continue to act as the State's representative in promoting
adequate library services in New Jersey. Hence, the State Library needs a
lot of flexibility in the use of developmental funds in order to engage in new

. activities. Federal aid is the primary source of these monies.

Therefore the Commission believes that financial support for regional

film centers should be shifted (from a federal subsidy) to a stable form of

ongoing State assistance. These centers have a demonstrated record of success

and no longer fall into the developrﬁental category of library activity. However,

the Commission also feels that number of organizational problems will have to

be solved before it is appropriate for the State to assume this funding

responsibility. First, each of film centers will have to be administratively

.

organized as a separate service unit. While it makes sense to physically
locate the centers in or near public libraries, both fiscal and management

accountability for the centers must be independent of the libraries. The
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Commission does not want the accountability problems of the area libraries
repeated in this case. Second, the centers need to become an integrated
part of the general library network -- sharing resources among themselves
and with all other libraries participating in the network process. Third,

a resolution of the roles of the regional film centers and the county audio-
visual aid commissions in the provision of film services in New Jersey, is
necessary (see N.J.S.A. 18A-51-1 to 12). The Commission is ready to lend

its services to any state-local efforts on this last matter.

Role of Public Libraries in a Network Process

It is obvious that all types of libraries can be involved in a network
process. Because of a number of factors discussed earlier, public libraries

have been the ones usually participating in the network. Most public

libraries are voluntary participants -- receiving network services as first
level libraries (recall Chart I1l-1). Active participants -~ those public libraries
delivering network services -- have been encountering a number of serious

operational problems. These problems are all related to the ambiguous

distinction between network and local library functions (discussed previously

in this chapter).

There are two instances where the overlap in local and network services

is severe enough to guestion the continued validity of the network itself. The

Commission feels so strongly about the need for a efficient library network in

New Jersey, that it considers this overlap in services as the main reason for

-a major revision of library network law. Without essential change in the

structure and functions of the network, no real improvement in the delivery

of cooperative library services, at the local level, will be possible.
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One of the two major areas of overiap in local and network services

concerns county libraries in particular. Section three of the previous

chapter outlined the consequences of this overlap from the perspective of
county libraries. The conclusion drawn was that county libraries run the
risk of increasing instability in their local systems by providing network

services. The county library dilemma is caused in part by a basic feature

of the present library network -- the reliance upon 25 public libraries as the

sole source of regional, second-level network services.

A look at Chart lli-3on the following page illustrates the situation
faced by county libraries. Fourteen of the twenty-five area libraries are
also county libraries. Thg chart shows that they provide local services to
274 municipalities and network services to an additional 57 exempt municipalities .

This dual role strains the service capacity of county libraries and causes

disruptions in the network process as well.

For example, because of pressures to provide local services, county
libraries often consider their local branch systems as an integral part of
the "area" program of the network. A comparison of the rate of interlibrary
loans between mmicipal area libraries and county area libraries provide evi-
dence for this asserticn. In 1977, there were 23 loans per thousand residents
by county area libraries as opposed to just 5 loans per thousand residents
by municipal area libraries. Clearly, local library services were included in
the county library measurement -- since exempt towns account for only 17
percent of the total number of towns served by county libraries and thus

could not account for such a large difference in loan statistics (recall Char: 1il-3)
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However, this same "17 percent" group of exempt communities

has begun to affect the direction of recent library legisiation as well

_as the future of the network itself. In 1977, special legislation was
passed that gave the freeholders of Morris County the option to support
the county library from the tax ratables of both member and exempt
communities (see N.J.S.A. 40:33-15 to 23). The purpose of this county-
wide library tax is to support the network service program of the county
library. However, the real impetus for this law was something else.

Essentially, the "Morris County" library law provides a means to support

the county library in the face of possible withdrawals of municipalities from

the county system (recall Section three of the previous chapter). The area

program run by the count;/ library provided a rationale for the law. It
was decided that the area program in Morris County could not be adequately
supported from the state aid grant -- hence a legal means to provide county

tax support was necessary to support these network services.

The Commission is of the opinion that this line of reasoning could apply to

any other area library as well-— yet not provide substantial evidence of new

or improved network services. There are three drawbacks to the precedent

established by this special law. First, the intent of the network is being

twisted into misuse. The library network in New Jersey is in danger of
becoming Zess concerned with sharing resources and more involved in financially
supporting individual libraries. Second, the network structure has become
tatally fixed in place. The State Library cannot seek to alter the structure

or functions of the network without possibly contravening the Morris County
library law. Third, the necessary orientation of county libraries toward local
services, and away from network services, reduces the effectiveness of this
law. Thus the law serves to help undermine the spirit of cooperation among

libraries that it essential to the efficient operation of the network.
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Overall, the Commission believes that the nature of existing

network library law is at fault in this situation. It is simply too

ambiguous concerning network structure and functions. In addition,
library law places two regional responsibilities upon county libraries --
local and network service provision. This is simply too large a dual
role for county libraries to play given their limited resources. There-

fore, the Commission supports changes in network structure and functions

to eliminate the conflicting service roles of county libraries.

The other major area of overlap in local and network services involves

a topic not yet discussed in this report -- the existence of networking at

the first, i.e., local level of the network structure (recall Chartlil-1).

According to the logic of the network structure, first level libraries simply
go about their daily business -- providing services to their communities or
organizations. They receive network services from area and research libraries
but do not provide any network services. This assumption is incorrect. The

Commission has found through its research that a significant amount of net-

working is indeed occurring at the first level of service -- unaided and

unrecognized by the current state network program. This type of network

activity is most apparent among local, public libraries. During the course of
over 100 interviews wi.th public librarians, Commission research revealed

that more than 55 percent of them were involved -- from a network per-
spective —-- in first level resource-sharing activities. These same librarians

considered this kind of networking as independent of the state network.

The Commission feels that the existence of these independent networking

efforts is clear evidence that the structure of the current state network needs

to be changed. It does not make sense to promote a siatewide program of
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resource-sharing ‘and ignore local efforts to do so. An additional emphasis

upon first level networking can improve the performance of the overall net-

process. First of all, better use of total resources would be possible. At

the same time, less pressure for network services, such as interlibrary loans,
could cccur at higher network levels. The cooperative spirit of many local
libraries would also be renewed -- since many libraries, engaged in first level
resource-sharing, would. receive state network aid for the first time. Tensions
between the area and local libraries concerning the distribution of network aid

could be significantly reduced. In short, the Commission believes that

cooperative efforts to share resources among local libraries should be

incorporated into the legal basis for the New Jersey library network. This

revision of network library law would also include the larger local library
cooperatives —- called federations (see N.J.S.A. #40:9A-1 et seqg.). Overall,
these changes in the network structure would be especially consistent with
the long-standing State interest in promoting adequate, nearby library

services to its citizens.

Participation of Non-Public Types of Libraries in a Network

The validity of the network concept and the strength of its programs
both rely upon the ability to involve as many libraries, and types of libraries,
as possible in the network process. In this way, the greatest amount of
library information and materials can be made available to citizens. However,

the Commission has found that this kind of broad participation does not occur

in the current New Jersey library network. This is a serious problem,

especially in regard to college and private business libraries (called special
libraries). It would be advantageous to encourage better network participation

by these libraries since they generally contain a good deal of specialized
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material. As a result, the ability of the network to fill requests for

technical or detailed materials could be greatly improved.

The Commission believes that both the network structure and its

processes are incapable of correcting this situation. To make matters

worse, college, special, and even school libraries often bypass the net-

work because it is unsuited to their needs. The following table illustrates

this point in a dramatic way.

Table 111-2

INTERLIBRARY LOAN PRACTICES
OF ACADEMIC LIBRARIES IN 1979

Restricted Unrestricted Bypass
To State Network } Area Libraries
13 Libraries . 41 Libraries 43 Libraries
25% 79% 83%

(Total Number of Academic Libraries = 52)
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College and other academic libraries have a very limited used for the

present statewide library network. Basically, the network has two main

~dex"ici'em:ies regarding non-public libraries -- it does not make it attractive

‘for these libraries to actively participate in the network and it aiso does
not conduct its functions in a manner that is very useful to these libraries.
Clearly, non-public libraries will always be reluctant to join a statewide
network if they have little hope of receiving adequate network services in

return. Therefore the Commission supports a reorganization of the New

Jersey library network in a way that encourages the active participation of

all non-public libraries in the state.

Joint Interests in Library Planning and Administration

To be fair, part of the probiem regarding academic library participation

in the network lies in the organization of state government. An important

split exists in state-level jurisdiction over the affairs of publicly-supported

libraries. On _the one hand, the Division of the State Library, in the Depart-

ment of Education, is mandated by law to provide a number of things including:
(1) supplemental services for all New Jersey libraries, (2) interlibrary loan
services, (3) advisory services for public libraries, school libraries, Libraries
in {nstitutions of higher education and other libraries, (3) coordination of

a statewide system of libraries and (5) administration of state and federal aid
programs for the development of libraries (see N.J.S.A. 18A:73-35). In
general , most of these duties involve working with academic libraries,

either in a private advisory capacity or in relation to operations of the

library network -- the main device to establish and coordinate a statewide

system of libraries. However, the basis for the State Library to work with

academic libraries is a voluntary one. There is no authority given to the

State Library to direct the activities of academic libraries in any way.
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In contrast, the Department of Higher Education is directed by a
siate board to, among other things, (1) assist in coordinating state and
federal programs for higher education as well as (2) encourage cooperative

programs by academic institutions (see N.J.S.A. 18A-3 et seq.). It is

important to note several things about the legal base for higher education

in New Jersey. First, libraries are not often specifically mentioned in these

laws. Academic libraries are considered to be integral parts of colleges and
universities per se. Second, these institutions are established by separate
state laws, e.g., the County College Act of 1962. The Department of Higher
Education establishes general policy for colleges and universities —- each is

left alone to manage its in‘ternal affairs, including the library function. Third,
the various types of academic institutions (state colleges, community colleges,

etc.) set up councils to support cooperative activities. These councils,

working with the Department of Higher Education, are the primary source

of academic library programs on a statewide basis. For example, the Cowneil

of State Colleges has recently begun to develop a networking capacity among

the eight state college libraries.

Hence, planning and administration of library network activities among

two major state agencies are independent of each other. The State library

is directed by law to establish a statewide network for all libraries —— centrally
administered at the state level. On the other hand, the Department of Higher
Education is legally concerned only with resource-sharing among academic

libraries and their "parent" institutions (e.g., state colleges, etc.).

The Commission believes that this separate approach to education and

the Iibraky function is both well-established and necessary. However, the
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State interest in promoting library services to all of its citizens requires

coordination of all networking activities. Citizens should have the means

to receive library services from any publicly-supported library through a

network process. Therefore the Commission supports the establishment of

an administrative mechanism at the state level to link networking arrange-

ments among academic libraries with the New Jersey library network -- in

a manner that preserves the autonomy of each approach. The objective of
this mechanism should be to improve the ability of all citizens to request infor-
mation and materials from any library network operation supported by public

funds. Finally, the Commission believes that this mechanism should be

supported with State funds in order to acquire the technical means to join

the various networking operations.

New Approaches to Networking

In summary, the statewide library network has laid the foundation for
broad-based resource sharing among libraries in New Jersey. However, a
number of major improvements should be made in the existing network structure
and process. The Commission has found a number of reasons to support these

necessary changes. They are outlined in the following table.
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Table 111-3

EVALUATING THE PERFORMANCE OF THE
NEW JERSEY LIBRARY NETWORK

Findings

* Provision of Network Services
Needs to be Improved

*Tools to Facilitate Networking
Are Limited

*hccountability of Network
Operations Is Insufficient

» Structure and Functions Are
Ambiguous in Actual Practice

« Participation in the Network
Is Not Broad-Based

Consequence

Growth rate for unfilled loan requests

is 6 times greater than growth in filled
requests. This situation can cause a
loss of confidence in the network as a
means to obtain information and materials.

Lack of communication devices and
"finding" tools hamper the network
process. This inability to locate
possible sources of information and
materials reduces the provision of net-
work services.

Network services are not adequately

‘measured. As a result, local libraries
"have no evidence that network financial

aid supports actual services. This doubt
erodes the spirit of cooperation essential
to a network process.

Overlap in network and local library
service roles is a constant source of
confusion. It creates tensions among
libraries and also blurs any distinction

between the levels of the network. In

addition, it causes the regional film
centers to lose their service identity and
claim to adequate funding.

The New lJersey library network is
primarily a public library operation.
Resources of other types of libraries,
especially academic ones, remain

largely untapped. Services to these
libraries are likewise limited. Without
the means to encourage broader parti-
cipation, the network cannot meet the
legal mandate to act as a statewide
system of libraries providing services

to all citizens. Finally, the validity of
the network concept declines as libraries
and citizens bypass the network as a
means to acquire information and materials.
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The Commission believes that these findings are sufficient cause to con-

sider a major statutory revision of the New Jersey library network structure

and functions. The essential objectives of a revised statewide network are

presented in the following table.

Table lll-4

IMPROVING THE NEW JERSEY
LIBRARY NETWORK

Desirable Objectives Description
* Open Participation by All Types Creation of programs that allow various
of Libraries in the Network types of libraries to assume network

service roles.

* Resource Sharing at All Levels Creation of programs that promote,
of the Network and financially assist, networking

arrangements at the first level of
the network as well as the other levels.

* Increase the Interaction Among A requirement in network law to encour-
Various Types of Libraries age groups of libraries to assume a
network service role.

* Insure Maximum Flexibility in Adjust procedures to allow for more

the Network Process than one way to request and receive
services.

*Simplify the Administrative Cive the State Library the ability to

Structure of the Network do two things. First, reduce the

number of network arrangements at

the higher levels of the network.
Second, reorganize its advisory services
in accordance with a new, decentralized
network approach to services.

¢ Expand the Range of Network Both support services (that is,

Services locational devices) and actual network
services, such as reference, need to
be greatly improved. New and more
detailed programs will have to be devised
to upgrade the outputs of the network.

*Utilize the Network Process The network provides the means to
to Stretch Library Resources use existing library resources more
and Funding efficiently. Network funding should be

primarily used for two things. First,
development of communication and loca-
tional devices to link libraries and to

find needed materials. Second, to compen-
sate libraries accepting network roles for
services provided to other libraries.

—100_



You Are Viewing an Archived Report from the New Jersey State Library

These objectives for a revised library network are the kinds of action
necessary to correct the serious problems in the present network approach.
Without the types of changes suggested in Tablelll-4, the network is in

danger of becoming an outdated and ineffective operation.

The Commission reaffirms its belief that an effective statewide library

network is essential to the provision of adequate library services at the

local level in New Jersey. No one library can satisfy all of the service needs

of everyone walking through its doors. Thus, to keep requests for library
information and materials from going unanswered, a networking process is

absolutely necessary.

Therefore the library network needs to be upgraded in order to meet

its responsibility to the citizens of New Jersey. Fortunately, it will not be

necessary to reinvent the wheel in order to make the network an effective

tool for the provision of quality library services. There are a number of

successful network programs in other states that already have achieved the
suggested objectives for a revised New Jersey library network -- they can

serve as useful models. Furthermore, the Commission believes that the State

Library, and the present research and area libraries, together provide a

stable foundation for changes in the current network. These libraries will

most certainly play a vital part in a rebuilt New Jersey library network.

Overall, the Commission feels that, under State Library guidance, a revised

library network would strengthen the provision of services by every publicly-

supported library in New Jersey. The talent and the will to improve library

services is ready to go to work. By providing strong legal and financial

support, the State will make this proposed network a welcomed reality.
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CHAPTER &4

CONCLUSIONS AND RECOMMENDATIONS

Introduction

Many issues face publicly-supported libraries in New Jersey.
These issues grow out of certain basic pressures for change that
cannot be ignored. The way each of these issues is addressed will
help shape the nature of library services during the 1980s. Libraries
have always played a quiet yet essential service role in the educational,
informational, recreational, and cultural affairs of the State's citizens.
In order that they may continue to delivery quality services, the issues

facing libraries must be resolved, and without delay.

The County and Municipal Govermment Study Commission believes that
the State must provide the means -- the laws, .the money and the leader-

ship -- to help solve the problems of its libraries. The Development of

Libraries and Networks presents the Commission's suggestions for dealing

with many important library issues. It is the opinion of the Commission that
its proposals would greatly improve the intergovernmental foundation for
future library services in New Jersey. Accordingly, the conclusions and

recommendations of this report are presented for consideration.

State Responsibility for the Library Function in New Jersey

Beginning in 1879, the State has increasingly encouraged the establish-
ment of a wide range of libraries in New Jersey. The goal of all of these
legislative actions remains the same -- to promote equal access to adequate
library services for all citizens. As a result, the State has a moral obligation

to its citizens to continue to provide both leadership and financial assistance
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to the libraries it helped to create. It is therefo}'e recommended that:

1. The State Library should be provided with sufficient resources
to advise, assist and coordinate all publicly-supported libraries in New
Jersey -- in accordance with its statutory mandate prescribed in N.J.S.A.

184 :73-35.

Today, the Division of the State Library, Archives and History in
the Department of Education has the primary responsibility to carry out the
State's objectives regarding libraries. This agency needs to have the tools
to continue to promote equal access to library services for all citizens of
the state. In recent years, the legal and financial basis for the State Library's

programs has not been able to do the job.

Ability of Public Libraries to Gain Local Tax Support

The growth in local tax support to many public libraries is not sufficient
to overcome the effects of inflation. On a statewide basis, public libraries
have had their effective budgets shrink at a rate of 3 percent per year.
Without some way to protect the purchasing power of library budgets, services
will seriously decline in quality. It is therefore recommended that:

2. The State should increase the authorized level of aid to

public libraries provided in law.

The present authorization of state aid to public libraries was set in
1967. It is simply out of touch with the cost of library services at this

point in time.

Shrinking Financial Incentives: Millage Rates and Aids

The method for calculating the minimum level of local property tax

support to municipal libraries should be changed. At present, the tax base
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is measured on the basis of the local assessed valuation of property. This
method is not uniform and cannot keep pace with inflated property values.
It is therefore recommended that:

3. The property valuation that is taxed in support of free public
libraries should be changed from the assessed valuation to the equalized
valuation as certified by the State's Division of Taxation. These equalized
valuations should be the same as the valuations used in the calculation of

per capita aid to libraries.

Changing to an equalized basis of property valuation will provide
municipal libraries with a more uniform, and flexible, means of local tax
support. In addition, this change will insure a better level of support for

any new municipal libraries in the future. This recommendation applies to

N.J.S.A. 40:54-8, as amended.

* k% %k %

The burden of supporting public libraries has always been a partner-
ship between state and local government. However, the State has not
assumed its share of this burden during the last few years. It is time for
the State to renew its role in the state-local partnership to support public
libraries. It is therefore recommended that:

4. The appropriation of state per capita aid to public Llibraries
should be provided at the level authorized by statute. This level of aid
should be considered as the minimum amount necessary to promote the goal
of equal access to library services in New Jersey. In addition, state aids
to public libraries should be a separate line item in the State Library's

budget.
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It is essential that a "full funding" of public library aid programs
be made in all future budget years. Public libraries cannot absorb further
cuts in state assistance without endangering the availability of services.
Local government budgets are restricted by law and their revenues are
growing at a slower rate than state revenues. The State must assume its

fair share of supporting public libraries.

* % % %

The formula for state per capita aid to public libraries needs to be
modified in order to remain an incentive for better local tax support. The
formula should also be automatically adjustable so that the incentive is not

lost in future years. It is. therefore recommended that:

5. The state per capita aid program to libraries should be improved
by adding a new capitation rate of $1.50. This rate of aid should be pro-
vided to all municipalities and counties making an annual public library
appropriation that is more than three-fifths (3/5) of a mill upor their
equalized property valuations. The calculation of this new level of aid
should save harmless all amounts of per capita aid distributed in the previous
state fiscal year. In addition, additional per capita and millage rates
should be made part of the aid law whenever 20 percent of all municipalities

and counties are eligible for the highest existing capitation rate of aid.

An adjustment in the per capita aid law recognizes the need to maintain
an incentive for increased local tax support. This change also safeguards the
amounts of aid distributed to all communities not qualifying for the new aid
level. A safeguard is necessary in case tnere is not a full appropriation for
state per capita aid. Finally, the proposal establishes a principle under which
new rates of aid can be set into law. The recommendation applies to N.J.S.A.

18A :74-3.

~114-



You Are Viewing an Archived Report from the New Jersey State Library

Promoting Access to Nearby Libraries

The promotion of access to library services is the basis for the entire
State interest in library development. One of the best methods of providing
access to nearby library services is to establish branches of main libraries.
The State already has an aid program to promote new branches of county
libraries. This program should be expanded to also promote the continued
operation of existing branches of municipal libraries. It is therefore

recommended that:

6. The incentive aid program for branch library development should
inelude support for existing municipal branch libraries. Eligibility would
be based upon having an average increase of less than & percent, over the last
3 budget years, in local appropriations to the municipal library. Each
eligible municipal library would receive an amount of aid equal to 50 percent
of the average budget of its branches or $25,000., whichever is less. In return
for such aid, participating libraries will be required to maintain all branches
in operation during the following calendar year, unless an exception is granted
by the State Library for sufficient cause. In addition, participating libraries
should meet minimum standards for operation of branch libraries that may be
established by the State Library, within three years of first receipt of branch

library aid.

A number of larger municipalities with extensive branch library systems
have had financial problems in keeping certain branches open. The State
has consistently sought to promote nearby, local library services. This pro-
gram is designed to preserve branch library service in municipalities demon-

strating financial need.
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Pressures on the Provision of Library Services

The State Library has always recognized the vital link between a
critical level of resources and the provision of quality services. However,
there needs to be a greater emphasis at the state level to promote local
investment in the basic services -- book-borrowing, reading, and reference.
Hence, the State should initiate a voluntary program of developing local

library collections. 1t is therefore recommended that:

7. A new program of state library aid should be established to
promote the assessment and development of public library collections of
materials. The objectives of this new aid program would be: (1) provide
a uniform method for evaluation of local library services and materials,
(2) underwrite the cost of the evaluation process and (3) make state aid
specifically available to help purchase materials needed for adequate local
library service. This program for resource development should be optional
and made available upon formal application by individual libraries. Approved
applicants would agree to conduct an evaluation of commmity library service
needs in a marmer determined by the State Library. Participants would agree,
again at their option, to pursue a three-year phased program of Tmprovement
based upon the resulting evaluation of community needs. In addition, the State
Library may request such information as it requires to administer the program
and assess statewide public library resource needs. This program should be
made renewable after a period of years. Any distribution of atd under this
program should save harmless the amount of per capita aid disiributed in the

previous state fiscal year.

The purchase of new library materials is the lifeblood of libraries. This

program recognizes the limits of existing per capita aid to libraries. [t provides
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‘additional aid dedicated to the improvement of public library collections in

order to satisfy community needs.

8. 4 second new program of state library aid should be established
to promote the preservation of unique or historical collections of materials
in certain libraries. The objective of this program would be to recognize
that a number of libraries are financially unable to maintain valuable and
irreplacable stores of knowledge and history without reducing the provision
of basic services. Upon identifying such libraries, the State Library should

make available aid monies, on a continuing basis, to define and maintain such

materials in the form of special collections. No less than 76 pefcent ofw

such aid monies should be reserved for publicly-supported libraries. In

return for such atid, libraries would be required to maintain or develop

spectal collections in accordance with regulations established by the State
Library; including the locating, cataloging and conservation of these materials.
In addition, each participating library would make listings of these special
collections available for purposes of the statéwide network, upon the advicg

of the State Library. The distribution of aid under this program should

save harmless the amownt of per capita aid distributed in the previous state

fiscal year.

This "preservatior of maferials” aid prégrarr; recognizes the need to help
support certain libraries with specialized resources. There are a number of
libraries that have developed their collections over a long period of time and
now possess valuable materials on specific subjects or persons. These
collections are often historical or ethnic in nature. The preservation program
will assume some of the burden of maintaining and developing special collections.
In addition, it will make these resources more generally accessible to citizens

of the state.

 x k *
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Another aspect to the issue of pressures on the provision of library
services involves local school libraries. The traditional role of the State
Library in assisting school libraries does not fit well in the context of the
Public School Education Act of 1975 and its regulations. This situation has
resulted in a serious erosion of the leadership role of the State Library in
the further development of school library services. It is therefore recommended

that:

9. A more clearly defined mission for both school library services and
a State Library program of assistance to school media centers should be
established in law. In addition, the Department of Education should establish
minimum standards for school media programs as part of the "thorough and

-

efficient” education approval process.

A clear State interest in school library services needs to be established
in law. In addition, while the State Library has an administrative role in the
development of public libraries, it has virtually none for school libraries.

This proposal would address both problems.

Relationships Between Library Boards and Goverming Bodies

A number of chronic problems have been identified concerning the
relationship between library boards and local governing bodies. Provisions
in library law dealing with this relationship have been a constant source of

confusion and dissension. It is therefore recommended that:

10. The chief financial officer of all municipalities and counties,

maintaining free public libraries according to staiute, should be responsible

0«4

for keeping all records of local library appropriaticns, other public revenues,
state alds, expenditures, and year-end balances. This information should be

reported according to local budgetary procedures zstablishzad by the Division of
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Local Goverrment Services in the Department of Community Affairs and made
available to the State Library. The library boards should retain responsibility

for the manner in which expenditures are made in support of library service.

Receipt and disbursal of "other public revenues” should remain in accordance
with the provisions of existing library law.

The Commission has always supported the concept of uniform manage-
ment of municipal and county service fuﬁctions. The necessary autonomy of
library boards to decide matters related to library service is agreed to be an
exception to this rule. However, local governing bodies must be responsible
to their constituent taxpayers. Therefore a uniform accounting of library
revenues and expenditures should be established to provide an accurate finan-

cial picture of the library service function to local government officials.

11. All references to the mayor or other chief executive officer should
be clarified in statutes goverming municipal libraries. Separate provisions
designating the particular official in each form of municipal govermment should
be made. Conforming amendments in various parts of Title 40 of the New Jersey

Statutes should be made as required.

The ambiguity of the phrase "mayoror other chief executive officer"
has led to a number of conflicts regarding the membership and activities of
library trustee boards. A direct clarification is the best remedy for these

situations.

12. The membership of the county library commission should be expanded
to seven members. The two additional members should be residents of
municipalities required by law to support the cowity library. Each of these
two members should be appointed for a term of five yzars and serve in the same
capacity, and with the same powers and duties, as present members of the

Library commission. In addition, four of the sevewn commissioners should be
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residents of member municipalities within five years from enactment of
this provision. Any existing county board of library commissioners having
at least three representatives from member municipalities may be waived

from this provision upon State Library approval.

A county library system usually comprises a wide geographical area and
contains many municipalities. In order to insure that the library service
needs of all municipalities served by the county library are made known,

the commission should be enlarged.

13. Overall, the statutes in Chapters 33 and 54 of Title 40 governing
county and municipal libraries should be redrafted. This revision should
reflect necessary technical amendments and any additional policy changes
adopted by the State Libra;n'cm, the State Librery Advisory Council, and the

Department of Education.

The laws affecting public libraries have been adopted over a long
period of time. A number of provisions no longer serve any purpose or
relate to laws that have been superseded by new enactments. Consolidating
and revising library laws would allow a more efficient administration of library

matters.

Role of Associations

A typical association possesses less than 40 percent of the resources
in an average municipal library, even when excluding the larger municipal
libraries from the comparison. Hence, many associations cannot single-
handedly supply adequate library services to their communities. At best, the
role of associations should be to assist county libraries in the provision of

local library services. It is therefore recommended that:
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14. Every municipal goverming body desiring to provide library services
or supplement county Llibrary services to the community by supporting an
assoctation, wholly or in part, should do so by contract with the association.
Such contracts should specify what level of services the association will
provide in accordance with the minimum standards for per capita aid in the
respective municipalities. ALl contracts should be submitted to the State

Library for approval and be a matter of public record.

The county library has the statutory mandate to provide adequate
library service in all municipalities without free public libraries. In order
to fulfill this mandate, it is necessary to understand the nature of services
being provided by associations. This is best accomplished by contract. The
contract device will allow better service coordination, and avoid unnecessary

duplication of services, among associations and county libraries.

Stability for County Library Systems

Alternatives are needed that could limit, if not solve, the many problems
stemming from the present structure and service roles of county libraries. There
are at least 5 major actions to consider, namely: (1) having county library
systems cope with future withdrawals, (2) closer working relationships between
associations and county libraries, (3) promoting the reorganization of county
library systems to improve access to nearby services, (4) pooling financial
resources in order to strengthen public library services throughout a county,
and (5) reducing the burden on county libraries to provide network services.
These objectives should be worked into any revision of library law. It is

therefore recommended that:
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15. All mmnicipalities required by law to support a county library
must give the appropriate board of freeholders a twelve month written notice
of intent to withdraw from the county library system. The period of
notification should take effect subsequent to the calendar year in which
notice is first given. Failure to provide such notice should result in a
requirement to continue to support the county library for a period of two
years subsequent to the year withdrawal is made. In addition, notice of
intended withdrawal should only be allowed upon completion of a mumnmicipal
hearing on the proposed withdrawal as well as adoption of a municipal
resolution supporting a withdrawal. Procedures for the process of with-

drawal should also be made a part of library law.

Except in the case of .Morris County, there is no established procedure
for leaving a county library system. This proposal would provide the means
to consider the question of withdrawal at the local level. It would also give
the county library a period of time to adjust to the loss of any municipalities

{rom the county system.

16. Three options should be provided in law to reorganize the structure
of an existing county library. Any option may be adopted upon completion of
a study and referendum process. A study of county-wide library service needs
should be initiated either by the board of freeholders upon vote of the board
or by written petition to the board from at least 10 percent of the residents
served by the county library under N.J.S.A. 40:33-1 et seq. This study should
be conducted by a temporary commission established by the frecholders for this
purpose. The Commission should file a report withinone year eithepvpecomwgnding
one of the options for referendum or recommending that no reorganization be

made. The study and referendum process may be repeated after a period of years
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in order to replace an approved option or reconsider the availability

of options. The three optional service structures are as follows:

A. Branch Development Option

The county library would provide a process of branch library develop-
ment for all present member mmicipalities desiring such facilities. The
county library would guarantee to each municipality either the establishment
of a branch library within its borders or a joint branch with an adjacent
municipality wherever the library needs of one municipality are less than
necessary to provide a separate branch in accordance with new state standards.
For all eligible municipalities, branches would be in operation within the
first 3 years of the minimun term of membership in the county library system.
In return for the establishment of a branch library, eligible mumnicipalities
will remain members of the county system for a minimum of five years. ALl
other municipal members (those with assoctations or free public libraries)
should continue to participate in the system, subject to the 12 month with-
drawval provistion. Each of these municipalities may, by resolution, petition
the county library commissioners to become a part of the process of branch

development.

B. Service Contract Option

The county library would offer a common contract for local library
services to all municipalities required by law to support the county
system. This contract should guarantee thz provision of staff and materials
at a level to insure compliance with state standards for library service in
each member municipality. These resources should be made available at a
location determined by each municipality. In return for contractual services,

municipalities would remain members of thz county system for a minimum of five
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years. Mumicipalities are to accept or reject the contract, as offered,
by municipal resolution. All municipalities rejecting the contract should
continue to participate in the county system, subject to the 12 month with-

drawal provision.

C. Tax Base - Sharing Option

The board of freeholders would determine a sum of library tax revenues
that is raised and distributed in the following manner: (1) A tax revenue
pool to support library services should be created from a county-wide tax
upan the total county apporticnment valuation. The tax rate used should not
be less than. ome-fifteenth (1/15) of a mill nor greater than the millage rate
presently applied on behalf of the county library; (2) The county library
should receive annual funds from the total revenue pool at an amount equal
to one-fifteenth of a mill on the total county-wide apportionment valuation
plus 60 percent of the‘residuaz pool. The county library wouid no longer
recetve any sums from application of the dedicated library tax under N.J.S.A.
40:33-9 or from the tax procedure in N.J.S.A. 40:33-19 for area services;

(3) Municipalities now exempt from the county library should receive the ramining
40 percent of the residual pool to be appropriated to their respective public
libraries. The State Library may approve a different pattern of residual

pool distribution to municipalities, upon request by the library study
commission. The amount of revenue receitved by each municipality should be

on the basts that each mnicipal apportionment valuation bears to the total

valuation for all municipalities to receive revenue from the residual pool.

In return for adoption of the tax base-sharing option, the board of free-
holders should dirvect the county library to make all of its services

available to the residents of every municipality in the county.
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In addition, the following provistions should beccme effective upon adoption
of this option: (1) The study commission should continue to operate for an
additional year in order to report on the progress of the plan and the
possible need for an increase in the millage rate in future years; (2) Any
municipality seeking to dissolve its municipal library by referendum must
wait at least 2 years subsequent to the adoption of the plan; (3) All distri-
bution of revenue under the plan should save harmless the amount of loecal

appropriations made to municipal libraries in the previous calendar year.

Finally, any of the options to reorganize the service structure of the county
library should be made recallable by referendum but no sooner than 3 years

subsequent to the adoption of a particular optiom.

These proposals would provide the means for an adjustment in the
provision of services by county libraries wherever there is a need to do
so —— without involving the network process. Each proposal would also
improve the access to nearby library services -- a basic State goal and a

majority preference of its citizens.

Tools Avatilable for Local Library Development

Earlier recommendations provided for a number of means to improve the
development of local library services. New programs were proposed to up-
grade library collections, assist branch libraries and preserve valuable library
materials. The State Library has the central governmental role to manage
the various programs, both existing and proposed, to develop local libraries.
In order to accomplish its local development objectives, the State Library needs
to have the administrative tools to carry out its programs. It is therefore

recommended that:
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17. The State Library should promulgate minimum standards for
branch and station outlets of local libraries. The application of these
new standards should be adjusted in those cases where a library branch
or station only serves a portion of a municipality. In addition, the
State Library should request certain library statistics concerning these

service outlets from libraries having them.

Regulations prescribing the distribution of library resources are
necessary to the provision of equal access to nearby library services.
The resources of a library system cannot always be measured as a whole.
The State Library needs to insure that resources allocated within a library

system meet minimum standards for access to services.

18. Per capita aid should be denied to any municipality or county that
fails to have its public library meet all minimum standards for receipt of
this aid. The denial of aid should be made a part of the aid law and enfore-
able cfter any consecutive 3 year period of noncompliance with per capita aid
standards. In addition, the denial of aid should be made at the discretion
of the State Library after consideration of a local appeal for a waiver

from this provision.

A number of libraries have persistently failed to meet certain standards
for receipt of per capita aid. Present regulations allow for a partial penalty
of reduction in aid because of noncompliance but without any time limit on
the situation. This proposal provides a three year limit to noncompliance.
Without such a time limit, a number of libraries will keep on failing to meet
all standards and yet continue to receive some aid. Local library services
can never be adequately provided if certain standards for service are

consistently unmet.
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State Responsibility for a Library Network

The State Library is directed by law to perform a number of duties
on behalf of New Jersey's citizens. One of its major statutory duties is
to coordinate a statewide system of libraries. This particular mandate is
the foundation of the New Jersey library network. Through the process
of networking any citizen, using any library in the network, potentially
has the means to utilize the resources of the whole community of libraries

in New Jersey. It is therefore recommended that:

19. The legal and financial basis for the New Jersey library network

should be strengthened as much as possible and without delay.

A viable, statewide library network can be the best way for the State
to improve library services to its citizens on a statewide basis. However,
the current network needs additional statutory and financial support in order

to achieve its service potential.

Overall Performance of the Network Process

The functions of the network process are not adequately expressed
in library law. The lack of a firm basis in law has created a good deal of
confusion among those libraries performing, and those libraries receiving,
network services. One of the major problems in this regard is the limited
availability of mechanisms to find information and materials throughout the

network. It is therefore recommended that:

20. An ongoing process to develop finding mechanisms that improve the
networking process among libraries should be made a part of a revised network

program in library law.
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The development of "tools" to locate information and materials is the
forgotten element in the functions of the network. A new effort to create

these devices is essential to improving the network process.

Distribution of Aid in Support of the Network

The current pattern of distribution of network financial aid illustrates
the overlap between local library and network library activities. The overlap
in services creates tensions among libraries and erodes the spirit of cooperation

essential to an adequate network process. It is therefore recommended that:

21. The fiscal accountability of network functions supported by state
atd should be improved in accordance with a revised network program in library

Law. .

Without an improvement in network accountability, the willingness among
many local libraries to cooperate in the network process will continue to

decline.

22. State aid for network purposes should be made a separate line

item in the State Library’'s budget.

It is time to recognize the importance of the statewide library network.
Without a well-running network process, the ability of the State Library to
improve statewide access to library services will be severely limited. The
network needs to have its own financial base of support. In this way, it
will be more accountable for activities designed to reach the goal of better

access to services.

23. Financial support for regional cudiovisual services should bz
shifted from a temporary federal subsidy to a stable form of new state aid

to film centers providing these services. Severcl chungss in the orgarization of
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existing film centers should also be made a part of a revised network

program in library law, namely: (1) the film centers should have fiscal

and management autonomy from any public library in which they may be located;
(2) the film centers should become an integral part of the network process
under the direction of the State Library; and (3) service coordination with
ecounty audiovisual aid commissions should be made a Pequirement in law. In
addition, these organizational changes should represent necessary preconditions

to a State assumption of the costs for regional film services.

Audio visual materials are the modern supplement to printed forms of
communication. Hence, film resources and services are an integral part of
the contemporary library function. It follows that the State needs to tﬁink of
film resources as a necessary part of the means to provide adequate library

services in New Jersey.

Role of Public Libraries in a Network Process

There are two instances where the overlap in local and network services
is severe enough to question the continued validity of the network itself. The
first instance concerns the dual service role of county libraries. This dual
role causes disruptions in the network process. The second instance deals
with the existence of n.etworking at the local level of the network structure.

A significant amount of service activity is occurring at this level. It is

therefore recommended that:

24. Changes should be made in a revised netwcrk program that eliminate,

as much as posstible, the conflicting service roles of county libraries.
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The nature of existing library network law is at fault in this
situation. [t is simply too ambiguous concerning the structure and

functions of the network.

25. A new program of aid assistance to promote services at the local
level of the network structure should be made a part of a revised network

program.

There is a lack of recognition and financial assistance to local network
activities. The primary goal of the State is to.promote access to nearby
library services. Local networking can contribute to this goal if supported

by the State.

Participation of Non-Publié Types of Libraries in a Network

Broad participation among different types of libraries does not occur
in the existing network process. In addition, many non-public types of
libraries bypass the network in seeking back-up resources. |t is therefore

recommended that:

26. The active participation of all types of libraries should be

made an integral part of a revised network progran.

Outside of the larger public libraries, the resources of most libraries
remain untapped by the current network process. Without the means to
increase participation in the network, the State Library cannot meet its
mandate -- coordination of a statewide system of libraries providing services

to all citizens.

Joint Interests in Library Planning and Administration

A significant split in jurisdiction over the affairs of publicly-supported

libraries exists at the state level. Hence, management of network activities
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by the State Library and the Department of Higher Education are inde-

pendent of each other. It is therefore recommended that:

27. An administrative mechanism should be established to link
the networking arrangements among academic libraries with the New Jersey
library network. This device should preserve the autonomy of each approach
and be made a part of the revised network program. In addition, this
mechanism should be supported with State funds in order to acquire the

technical means to join the various networking operations.

The separate approaches of the two state agencies are a necessary
reality. However, the basic State goal of promoting access to library

services requires coordination -of all networking activities.

New Approaches to Networking

A number of major improvements should be made in the existing networnk
structure and procéss. The overall objective of a revised library network
would be to promote a maximum exchange of information and materials among
all types of libraries in New Jersey. In this way, the primary State goal to
promote access to quality library services can best be achieved on a statewide

basis. It is therefore recommended that:

28. The structure and programs of the New Jersey library network should

be revised in library law as follows:

A. The first level of the network structure should be revised in library

law as a program to establish Library Service Cooperatives (abbreviated as
LSCs). All types of libraries would be eligible to participate in this program.
To form an LSC, a group of libraries would make an application for designation

to the State Library. The State Library would promulgate regulations regarding
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the conditions of membership in the organization.

The services to be provided by the LSCs should be made a part of Library
law. Emamples of potential services include: local interlibrary loan and
reference services; borrowing privileges; promotion of newly acquired
materials and special collections; local delivery services; user orientation

programs, and mutual notice of new acquisitions to other member libraries.

The governance of the LSCs should also be made a part of library law. Each
LSC would incorporate as a non-profit organization administered by a board of
representatives from the member libraries and include written bylaws in
accordance with State Libr;ry regulations. This organization would be
legally responsible for the receipt of state funds and the provision of
services. In addition, each LSC would operate under the administration of

a regional network organization that may also be designated by the State

Library.

Any federation or cooperative established wnder existing Zibr&ry law
wuld be eligible to recetve designation as an LSC upon conforming to the
legal provisions for such designation. Finally, the State Library may
request any reports or statistics necessary for the overall administration

of this program.

B. The second level of the network structure should be revised in library
law as a program to establish Regional Resource dssociations (abbreviated
as RRAs). All types of libraries would be eligible to participate in this

program. To form an RRA, a group of libraries would make an application for
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designation to the State Library. Certain conditions for designation should

be made a part of library law, namely: (1) there should be no more than

seven RRAs designated within the state; (2) a group of libraries seeking
designation should identify at least two, and no more than seven, members

of the group to act as central libraries for the organization; (3) each central
library should meet minimum resources standards determined by the State Library;
(4) there should be at least two types of libraries (e.g., publie, school,
community college, college, university, spectal, and assoctation) acting

as central libraries and (5) each RRA should be required to expend state funds,

and provide services, through its central libraries.

The services to be provided by the RRAs should be made a part of Llibrary law.
Examples of potential services include: regional interlibrary loan and
reference services; special telecommunication services; development of
resource listings to improve document.identification and location, e.g.,
unton lists; development of special bibliographies of materials; professional
training seminars on the selection of library materials; professional
orientation seminars on the use of extensive reference services; preservation
of valuable materials, and both photocopy and delivery services to facilitate

interlibrary loans.

The governance of the RRAs should also be made a part of library law. Each
RRA would incorporate as a non—profit‘organization adwinistered'by an executive
board of representatives from the member libraries. This organization would
be legally responsible for the receipt of state funds and the provisions of

services. The bylaws of each RRA should be in accordance with State Library
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regulations and include specific provision for a council of all member

libraries. These councils would have the authority to approve or reject
the operating budget of the RRAs as proposed by the executive board. In
addition, the councils should advise the boards concerning the nature of

services to be provided to member libraries.

The funding of operational RRAs should be determined in library law as the

sum of a fixed annual grant and a capitation rate in terms of dollars. The
authorization of state funds for the purposes of RRAs should be sufficient

to support the provision of services required by the State Library. Additional
funds should be made available for distribution to any local service cooperatives
administered by an RRA. F;nds not allocated to local service cooperatives

should be carried over to the following budget year for any purposes

approved by the regional council.

The procedures of an operational RRA should allow for member libraries to
request services from any central library in the RRA or from central libraries
in other RRAs as well. However, each central library should respcnd to

service requests from i1ts respective RRA as a first priority.

The transition from the existing statewide library network to a revised
network program should be made according to State Library regulations. In
addition, the provision of a new network Llibrary low should repeal or amend
as necessary all existing statutes concerning network programs administered
by the State Library. Each library contracting witn the State Library for
network services under existing law should be offeved a role as a central

library in the second service level of a revised retwork progran.
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C. The third level of the network structure should be revised in library

law as a program to establish a single Bibliographic Access Center (abbreviated
as BAC) in New Jeréey under the direction of the State Library. One Llibrary
should be designated by the State Library to perform the services required

of this center. Ideally, this library would possess certain qualifications
established by State Library regulation including: (1) a commitment to serve
all citizens of the state; (2) a long-standing record of service as a public
institution; (3) recognition as a major research library; (4) demonstrated
technical expertise in library automation including the use and programming
of computers; (5) previous experience in providing services related to the
objectives of the center, and (6) a willingness to assume a portion of the
operating costs for the center. The overall objective of the BAC should be

to provide the means for networking among all central libraries in the various
RRAs and to any other libraries desiring assistance. Qverall, the center
should provide the foundation for a state bibliographic data base that can be

linked to interstate networking arrangements among libraries.

The services to be provided by the BAC should be made a part of library law.
Examples of potential services include: computerization of all cooperative
holdings of the varioué central libraries, e.g., an expanded union list of
serials; an automated location file of New Jersey state documents; an automated
numerical register to facilitate “nterlibrary loans; an on-line computer service
to all central libraries within 3 years of destignation as the BAC; refersnce
within 3 years of designation as the BAC; references search services to all
central lidraries and to any other library upon request; arnd incorporation of
other cooperative holdings (of any autonomous network within or outside of

the state) imto the center's data base.

~-135-



You Are Viewing an Archived Report from the New Jersey State Library

The funding for the BAC should be determined in library law as the sum

of a fixed annual grant and a fixed fee for services to libraries other
than the central libraries. In addition, certain one-time costs to
establish the center should be supported by state funds upon negotiation
with the State Library. The BAC should perform all services by contract
with the State Library. This contract should be approved by majority vote

of the RRA councils before execution.

29. The overall level of State financial assistance to support the
revised network structure and programs should be no lzss than 50 percent
above the authorized level of aid for network services provided in N.J.S.4.
18A4:74-1 et seq. In additi.on, no less than 75 percent of the total network
funds should be reserved for the purposes of the library service cooperatives

and the regional resource associations.

30. State aid for regional film Llibrary purposes should be made a

separate line item im the State Library's budget.

The proposal to revise the New Jersey library network is a comprehensive
one. A new network prescribed in law wiil act to significantly improve the
existing situation in accordance with Tables I11-3 and llI-4. In accepting
these proposals, the State will have taken a major step toward providing

statewide access to library services for all of its citizens.
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ACHIEVING EQUAL ACCESS TO QUALITY LIBRARY SERVICES
IN NEW JERSEY

Libraries affect each and every one of us in some way during
the course of our lives. Often without people realizing it, library
services are woven into the conduct of their daily affairs - assisting
the process of education, the making of business decisions, the pursuit
of scientific and policy research and the enrichment of cultural activities.

In short, libraries are an integral part of the basic fabric of our society.

Unfortunately, libraries blend in so well with our daily activities
that they often disappear from view. We tend to take libraries, and their
services, for granted without always considevring their needs. They often
get lost in the shuffle of priorities and the battle for scarce funds. As
a result, library operations are usually stretched very thin in the provision

of services.

Publicly-supported libraries have always had to rely upon the willingness
of government to recognize their financial point of no return. That time
has come again. Libraries cannot meet the impending realities of the 1980s
under the present framework of federal, state, and local support. The price
of maintaining the status quo would be the most costly price of all -- weakening
the broad service role of libraries. This kind of situation should not be
allowed to occur. Libraries contribute significantly to the quality of our
society. Government must act on behalf of its citizens and, in doing so,

preserve the broad service role of libraries in the coming years.

Supporting Libraries in New Jersey

Historically, State government has long promoted the establishment of

libraries and the development of improved library services throughout New
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Jersey. The goal of all of these efforts has remained the same --

equal access to quality library services for all citizens. Most library
laws and regulations adopted over the years have contributed to this basic
goal. However, time has a way of eroding the best of intentions. The
most recent passage of major state legislation for libraries occurred in the
late 1960s. A solid basis was established for a state-local partnership in
the provision of local library services and statewide interlibrary cooperation.
At the time, these laws placed New Jersey in the forefront of state-level
efforts to promote quality library services for all citizens. Today, this

statement is no longer true.

New Jersey's existing library laws cannot suffice as the basis for
adequate library services in the coming decade. After a dozen years of
service, the State's library aid program is out of touch with the costs of
present-day services. Consequently, there i too much pressure on local
government to make up the difference in library support -- especially in the

face of spending limitations and rising costs in other service areas.

At the same time, a number of library activities promoted by these
laws are also out of date. New priorities for library development, techno-
logical changes, and better approaches to library networking have taken
place in recent years. Many of these innovations have already proven
themselves in other states. In contrast, New lJersey's provisions to develop
better services are locked into the past. The State's library policies and
programs of the 1960s are not capable of dealing with either the financial
needs or the service opportunities that are emerging for the 1980s. It is
time for New Jersey to once again renew its role in promoting statewide

access to library services.
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Toward Equal Access to Quality Library Services

New Jersey must continue to move toward this fundamental library
service goal. Further progress will mean building upon the best aspects
of existing laws and programs without necessarily remaining locked into
them. Past accomplishments in obtaining aid, meeting standards, and
establishihg a library network have certainly not been in vain. Taken
together, they have been an important step toward achieving the goal of
equal access to library services. In many respects, existing library laws
have provided the foundation for future activities. Yet changes must be

made if libraries are to avoid sliding away from this most basic goal.

The proposed new state plan for library services articulates the types
of change needed in New Jersey. This plan, when completed, will provide
a broad framework of financial, legal, professional, and service objectives
designed to ultimately reach the equal access goal. Obviously, not all
objectives can be addressed at once. In seeking to implement this plan for
library services, the Department of Education will have to set doable
priorities given the limitation -- financial and otherwise -- in state and

local resources.

The first thing that needs to be done is to preserve the present
level of services in New Jersey. Safeguarding the foundation for quality
library services will mean that several basic objectives will have to be achieved
as soon as possible, namely; (1) better state and local government financial
support for libraries; (2) additional development programs to maintain local
services; and (3) revision of the network structure to increase the partic-
ipation of libraries as well as broaden citizen access to statewide library

resources. Without these measures, New Jersey's libraries will be unable to
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sustain their broad service role in the years ahead. The key to this
challenge remains continued State support for the longstanding goal of

equal access to quality library services.

The Next Step: Legislation

This has become a time of decision for libraries across the naticn.
The passage of Public Law 93-568 in 1974 marked the beginning of a
federally-funded, public review of existing library services and future
library needs in every state of the union. During the past 2 years,
citizen conferences on libraries have been held around the country. These
conferences have resulted in broad proposals for future development of
libraries in their respective states. This kind of library review is also
underway at the national level. Recently, a White House Conference on

Libraries was held to evaluate federal policies for library development in

b

the various states.

New Jersey has actively participated in this nationwide evaluation of
libraries and library services.. Under the direction of the State Library,
the course charted by the New Jersey Conference on Libraries is being
carried forward -- in the development of the new state plan for library
services. In short, the process of change has begun for libraries in New
Jersey. The need for new directions cannot be denied any longer. Goals
and objectives to improve services are emerging from the new state plan.
Generally, better funding, improved development of services and a revised
network program appear to be the immediate priorities. The next step is new

state legislation.

The Commission believes that its recommendations for libraries in New

Jersey offer the means to reach these objectives. Each proposal is a balanced
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approach -- somewhere between the extremes of total statutory revision and
maintaining the status quo -- to recurring problems facing libraries in the
state. Taken together, the Commission's recommendations provide the frame-
work for legislative action to renew the State's historical role in supporting
the development of its libraries. With improved laws and better funding,
New Jersey will continue to progress toward the goal of equal access to

quality library services for all citizens.
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