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ARIOUS presentations on
strategic planning for
national libraries have been

made in this IFLA forum but as far as

I can ascertain, there has not been

any which has treated the subject

from the point of view of developing
countries.

If we accept the definition by
Steiner', that «strategic planning is
the process of determining the major
objectives of an organization and the
policies and strategies that will gov-
ern the acquisition, use and disposi-
tion of resources to achieve those
objectives», then one can argue that
this is not an activity that is likely to
be affected by the location of the

* Comunicagio apresentada a Conferéncia
da IFLA, 58.2, Nova Deli, India, Ago. 1992 cuja
reproducdo foi gentilmente autorizada pela
autora e pela IFLA.

institution in which it is done. But
there are other considerations. For
strategic planning is affected by three
basic influences, namely: the funda-
mental socio-economic characteristic
and purpose of the organization, the
values and philosophy of manage-
ment and the organization’s
strengths and weaknesses in the light
of the external and internal environ-
ment.

Since these factors are likely to
vary with different cultural, socio-
-economic and historical environ-
ments, then it is likely that the nature
of strategic planning will be affected
by the location of the organization.

In developing countries, the term
national library can refer to widely
differing organizations. They may
include those libraries which display
the basic characteristics identified by
K. W. Humphreys? or they may also
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include organizations which are first
and foremost public or academic li-
braries but which also perform some
functions traditionally associated
with national libraries.

In his paper «Strategic Planning in
National Libraries» presented in
Moscow last year, Maurice Line?
considered the factors which make
planning for national libraries differ-
ent. He identified the following:
«National Libraries are usually much
more directly subject to government
than other libraries.» Often resources
may be suddendly reduced, drastic-
ally changing from year to year in an
unpredictable manner and conse-
quently they possess very little real
autonomy.

The clientele of these libraries are
less clearly defined than in other li-
braries. Consequently role determi-
nation is often done by governments
rather than clients. National Librar-
ies have «international relationships
and responsibilities in a way that few
other libraries do». They must there-
fore adhere to international stand-
ards. Being a «...part of the nation’s
total library and information
system», they cannot operate in iso-
lation, and their choice of functions
and the way they are performed may
be influenced by what other libraries
do as much as what they do not.

Line concluded that «national lib-
raries have therefore to plan under
various pressures from government,
often with reduced financial re-
sources for an uncertain clientele

with a wide range of possible func-
tions, and in the context of the rest of
the nation’s library and information
activities». He described the process
of planning in national libraries as
being «different», and pointed out
that under such conditions of great
uncertainty one obvious answer is
that planning was done «with great
difficulty».

Line’s assessment is very appli-
cable to developing countries but in
these countries the situation is even
more complex because of the charac-
teristics of the basic influences on the
process of strategic planning item-
ized in paragraph two. Let us con-
sider these and their effect on the
planning process for national librar-
ies in developing countries.

The Fundamental
Socio-Economic Characteristic
and Purpose of the Organization

In developing countries more so
than others, there is a strong contra-
diction in the fundamental socio-
-economic purpose of the national
library. For quite often the primary
functions pertaining to the acquisi-
tion and preservation of the nation’s
cultural records are subordinated to,
or are in conflit with other functions
particularly when as often happens,
the national library doubles as an
academic or public library.

Unless an organization can define
its purpose precisely, it will lack a
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clear understanding of its basic mis-
sion and have great difficulty in
constructing a strategic plan. Even in
countries where the national library
does not double as an academic or
public library there is some difficulty
in maintaining a consistent definition
of its purpose to enable strategic
planning.

For strategic planning is
affected by three basic
influences, namely: the funda-
mental socio-economic charac-
teristic and purpose of the
organization, the values and
philosophy of management and
the organization’s strengths and
weaknesses in the light of the
external and internal environ-
ment.

Uncertainty and change occur in
all societies both developed and
developing. However in the latter
the future is far less predictable.
Changes in government policy as
political changes occur can make
mockery of a carefully worked out
strategic plan. Changes in economic
circumstances also have this effect as
well, as under pressure of the Inter-
national Monetary Fund or other
such funding agencies, many small
developing countries have no real
say in shaping their economic poli-
cies and are forced to adopt a policy
of privatization, or institute drastic
budget cuts in public sector entities

particularly where income earning
capabilities are limited. In some
countries the daily deterioration of
the value of the local currency
against other international currencies
makes the situation even more un-
predictable and unstable.

Even more perplexing and
difficult, however, is the environ-
ment in which there is no clearly
enunciated definition of the basic
purpose of the library as happens in
some countries. The library exists
because it is established by the
former colonial power and continues
to exist as a symbol of modern
society. However, no attempt has
been made to redefine its role and
function within the context of an
independent nation seeking to
achieve socio-economic growth. It
therefore continues without direction
in the absence of a clear mission
statement. Where there is no clarity
regarding the purpose, role and
function of a national library it will
be unlikely to be able to attract the
resources required to perform effec-
tively.

Management Values

Management values here refer,
not only to the attitudes and values
of those who have direct responsibil-
ity for the library services, but also to
those government policies which
impact on the organization. The ab-
sence or presence of enabling legisla-
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tion may hinder or promote effective
planning, additionally the perception
of the value of the library, on the part
of government policy-makers, as re-
flected by the resources allocated for
its operation will also have an
impact.

In developing countries more so
than others, there is a strong
contradiction in the fundamen-
tal socio-economic purpose of
the national library. For quite
often the primary functions
_ pertaining to the acquisition
and preservation of the nation’s
cultural records are subor-
dinated to, or are in conflit with
other functions particularly
when as often happens, the
national library doubles as an
academic or public library.

Where the philosophy of govern-
ment as reflected by its policies,
convey little recognition of the value
of information resources in the soci-
ety or little recognition of the role of
the national library in facilitating
access to information, then the strate-
gic planning process may not be
encouraged.

On the part of the managers of the
library and information system, atti-
tudes can also be of great signifi-
cance. It may appear easier and far
simpler for managers to practice
«crisis management», reacting to
problems as they arise in an environ-

ment where human, physical and
financial resources are limited and
there is a perception that planning
will only lead to frustration.
Limited human resources may
also influence management philoso-
phy as in situations where there are
very few professionals, the manager
may believe that the rank and file
staff can contribute very little to stra-
tegic planning within the organiza-
tion. The likely result is that plans
when developed will originate from
the top with little or no participation
by the staff and of course this will
influence a lack of widespread com-
mitment to the implementation of
the plan on the part of such staff.

Strengths and Weaknesses
in the Light of the External
and Internal Environment

External environment

Developing countries are charac-
terized by poorly developed infra-
structure for libraries and informa-
tion work. There is little appreciation
of the value of information as a re-
source and the economy is weak and
struggling. In addition basic needs
for housing, food, water, roads and
educational facilities always take
priority over libraries, both on the
part of governments and policy
makers as well as the population
itself. In this kind of environment
therefore, strategic planning for na-
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tional libraries is not encouraged,
nor is it perceived as being impor-
tant, both by policy-makers in
government and the population at
large.

Internal environment

The internal environment is
equally discouraging. I have already
mentioned the lack of trained staff,
the poor infrastructure and limited
financial resources. These together
with inadequate data and informa-
tion support for the planning proc-
ess, all make it difficult for any
meaningful strategic planning to take
place. However, as the title of my
paper suggests, I am an optimist and
in spite of the difficulties and
problems inherent in the situation
in developing countries, I believe
that there are benefits to be derived
from strategic planning for natio-
nal libraries in developing coun-
tries.

Where there is no clarity
regarding the purpose, role and
function of a national library it
will be unlikely to be able to
attract the resources required to
perform effectively.

Strategic planning can create a
vision of how the library can contri-
bute to the advancement of the
society and can influence the

decisions and actions which will
shape the future of the library while
prioritizing the allocation of limited
resources in a manner which will
enable it to meet the information
needs of the community as
effectively as possible.

The process of strategic planning,
although difficult, time consum-
ing and frustrating can secure far
reaching benefits for developing
countries.

Benefits

What then are these benefits?

Identification of mission

First would be the benefit to be
derived from clearly enunciating the
mission of the organization. Such a
mission statement will provide a
clear vision of the library’s role in the
society. Associated with the mission
statement would be the goals identi-
fied which will provide clear direc-
tions as to future activities and iden-
fity priorities.

Identification of the national li-
brary’s mission and goals could also
serve to educate policy-makers as to
the potential role of the library and
the activities which it can perform in
facilitating access to information
which is a valuable resource in the
transformation process in which
these societies are involved.
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Creating awareness

Bearing in mind that any plan
developed for the national library
would have to be submitted to
government for its approval and
adoption, then an added benefit can
be immediately seen, as the opportu-
nity could be used as a public educa-
tion exercise. The draft plan when
distributed to government policy-
makers, the advisory boards and to
the community at large can be used
to motivate persons to get involved
by providing feedback and sug-
gestions which could help to shape
and define the role of the national
library.

‘Where the philosophy of
government as reflected by its
policies, convey little recogn-
ition of the value of information
resources in the society or little
recognition of the role of the
national library in facilitating
access to information, then the
strategic planning process may
not be encouraged.

Such discussions may result in
modification of the mission state-
ment, goals and plans but it would
certainly ensure that the objectives of
the library are in keeping with the
overall objectives of government and
that the needs of the society are iden-
tified so that the plans are developed
to meet these needs.

Achieving consensus
within information community

Another benefit for developing
countries is the effect which this
could have in bringing the informa-
tion community together. The na-
tional library should function as the
chief focal point of the National In-
formation System, providing leader-
ship, while serving libraries as well
as individuals. Plans when devel-
oped should be distributed widely
throughout the library and informa-
tion community to obtain input as to
the functions which the national li-
brary should best perform in support
of other libraries.

The strategic plan could therefore
serve to mobilize the library commu-
nity into taking a global look at li-
brary and information services provi-
sion within the country and help them
to redefine the objectives of their
library system, and to identify gaps,
assign functions and put in place the
institutions which are required to
strengthen the infrastructure.

Management philosophy
and attitudes

Strategic planning if it is to be
effective must involve widespread
participation of the staff of the or-
ganization. This is necessary if there
is to be commitment to the implem-
entation of the plans which have
been developed.
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Developing countries are char-
acterized by poorly developed
infrastructure for libraries and
information work. There is little
appreciation of the value of
information as a resource and
the economy is weak and
struggling. (...) In this kind of
environment therefore, strategic
planning for national libraries
is not encouraged, nor is it
perceived as being important,
both by policy-makers in
government and the population
at large.

Management philosophy is there-
fore another area which could benefit
from the introduction of this process
as management attitudes would have
to change to become more accommo-
dating in seeking the participation of
staff in the development of plans.

Staff training and development

Participation in the planning proc-
ess will have spinoff benefits for the
staff as it will result in staff becoming
more knowledgeable about the streng-
ths and weaknesses of the organiza-
tion and increase their awareness
about organizational matters. The pro-
cess therefore becomes a staff training
and development activity, facilitating
a better understanding of the role of
the library while helping individuals
to clarify their position within the

organization and to identify the
contribution which they can make
towards achieving the objectives
which they have helped to develop.

Integration of plans

The strategic planning process
requires the formulation of measur-
able objectives, all directed towards
achievements of the goals which
have been identified. This demands
integration of the plans for each
division or department. All plans
must be defined by a hierarchy of
objectives which are geared towards
the achievement of the broad goal.
The process therefore ensures unity
of direction as each department de-
fines the strategies, programmes and
activities which will realize divi-
sional or departmental goals as well
as that of the organization.

Evaluation
and performance measures

Definition of measurable objec-
tives provides the outcome indica-
tors or criteria which are essential in
the evaluation process. These out-
come indicators provide the per-
formance measures for assessing
how effectively plans developed
have been implemented and the
degree of success or failure achieved
in realizing the organization’s goals.
For the manager, performance meas-
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ures therefore become a valuable
tool for monitoring and controlling
the implementation of the plan.

The lack of trained staff, the
poor infrastructure and limited
financial resources. Together
with inadequate data and infor-
mation support for the planning
process, all make it difficult for
any meaningful strategic plan-
ning to take place.

Improved management
information system

A valuable by-product of the stra-
tegic planning process is the im-
provements which it encourages in
the collection, organization and use
of data for decision making. Informa-
tion and data originating within the
organization as well as from outside
must be collected, organized, ana-
lyzed and used, to identify trends
and issues which will affect the or-
ganization. Such data will facilitate
improved decision making enabling
more precise identification of priori-
ties and better allocation of re-
sources. An effective management
information system will therefore
influence greater responsiveness to
the local environment. In effect there-
fore strategic planning for national
libraries in developing countries
requires a great deal of effort, pa-
tience and commitment, not only

because of the difficulties associated
with such planning for national li-
braries in general, but also due to the
peculiar problems associated with
developing countries.

The benefits can, however, be
rewarding and should by far out-
weigh the difficulties encountered in
the process. It can create an aware-
ness and consensus on the role and
function of the library at all levels of
the society. It forces the organization
to consciously design and shape its
future and to identify priorities in
the context of its resource capabili-
ties. It ensures data collection and
analysis for better decision making,
defines the strategies, activities and
tasks which are required to ensure
the implementation of plans, assigns
responsibility for these and provides
the mechanism by which results can
be monitored and evaluated. In fact
effective strategic planning is one
certain way of minimizing the effects
of uncertainty and change on the
fortunes of national libraries in
developing countries.

The process of strategic
planning, although difficult,
time consuming and frustrating
can secure far reaching benefits
for developing countries.
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Strategic planning create an
awareness and consensus on the
role and function of the library
at all levels of the society. It for-
ces the organization to
consciously design and shape its
future and to identify priorities
in the context of its resource ca-
pabilities. It ensures data
collection and analysis for
better decision making, defines
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the strategies, activities and

tasks which are required to
ensure the implementation of

plans, assigns responsibility for

these and provides the
mechanism by which results can
be monitored and evaluated.



