Chapter 9 
Excellence in Libraries

An excellent library is systematically collected according to a selection policy built on the mission statement of the library and of the school.  Trained personnel organize it for maximum usefulness to both students and faculty.  The good libraries of the future will not be built on printed materials alone, but will take full advantage of information available globally through information technology.  


A library should be one of the most important resources that a theological institution has.  It also may be its most expensive facility.  Theological education programs require libraries that are both useful and used. The library makes available the materials that students and teachers need for the courses offered.  The library is a place of research to allow students to gain perspective from what others have thought, along with illustrations, samples and models of what others have done.  Libraries help us remember our history through the preservation of archives and other historical records.   It should contain up-to-date reference and resource tools, such as dictionaries, encyclopedias, atlases, commentaries and language tools.  It needs to receive and keep magazines, newspapers and professional journals. 

Yet for much of the non-Western world, libraries are not treated as important aspects of the educational process.  Students (and many teachers) may not know how to use a library.  The library has little budget and its collection is often made up of donated books, old dictionaries and commentaries.  No one uses it other than during the prescribed hours when it becomes a study hall for students to read the multiple copies of textbooks kept there.  

One of our biggest needs, even before we try to strengthen the library collection, is to help students and staff understand what a library is and how it can be used to make training programs excellent.  Our library staff also needs to learn how to better serve our teachers, students and staff.  And teachers and students need regular orientation as to how to take advantage of our library so as to support the excellence of our training program.  
In this chapter we will look at what a library is and how we can strengthen its collection and staff.  We also want to consider how we may be able to help in the development of other libraries, including that of our own students.  

What Is a Library?

A library is a collection of books and other materials organized for use.  This definition has several key words:  

 (1) A library is a collection, not an accumulation.  We should not be impressed merely by the number of books on a library’s shelves.  What matters is that each item is there because of what it contributes to the whole.  A copy of Richard Nixon’s campaign biography from the 1972 US election contributes absolutely nothing to your theological collection.  In order to collect, instead of simply accumulating, we need to know what kinds of materials are needed to support the courses offered to our students.  We also need to be aware of what materials exist and what kind of budget we have in order to carefully prioritize what materials can be acquired to strengthen our collection.

(2) A library includes materials, not just books.  It should also have magazines and periodicals that relate to the social or political realities of the region as well as professional journals in areas that the curriculum covers, such as Biblical studies, missions, practical theology or education.  A library will likely have videos or audio-visual materials, such as sermons or documentaries, that provide background or illustrations for course offerings.  Libraries increasingly should have electronic tools and searchable CDs which will allow students and faculty to access an almost incomprehensible amount of research materials through the Internet. A library could also have archival materials to help us remember the history of the school, church denominations or Christian organizations in the region.

(3) A library is organized.  Its materials are not merely crowded onto shelves.  It could be organized by broad categories like Bible, missions or pastoral counseling, or by using detailed systems like the Dewey Decimal Classification, the Library of Congress or the Universal Decimal System.  As the goal is to organize the materials so they can be found, don’t complicate your system!

(4) A library is to be used.  In the Middle Ages handwritten manuscripts were chained to desks or locked in trunks in order to preserve them.  While you may have precious historical documents that need protection, for most of your collection the goal is that the materials be used, not protected.  The location of a library, its hours of use and the system designed for borrowing books should be based on how materials can be made available for the use of students and faculty – not on what might be most convenient for the library’s staff.

Building the Library Collection


A library with 20,000 irrelevant or outdated books is far less useful than a library with 2,000 carefully selected titles.  A library should have a selection policy with priorities for what will or will not go into the collection.  You also should have a de-selection policy to help eliminate what should not be there.  Not every donation is worth putting on our shelves.  Neither will we be able to purchase every book or journal that we want.  Choices must be made according to well-considered priorities.  

A selection policy should have the input of lots of people and once formulated, it should have official approval by the administration and faculty. It needs to consider the following questions:

· Who will benefit from the library?  Only students?  Faculty preparing for their classes?  Graduate students needing to do specialized advanced research?  Pastors and lay leaders from the region?  The general public?   

· Who has the authority to make decisions about whether a gift should be accepted or a book purchased?  

· What process will be followed for the library staff to know what materials are needed to support the courses being offered?   

The Librarians’ Manual is an excellent tool that has been developed by the Association of Christian Librarians’ Commission for International Library Assistance (CILA, http://www.acl.org/cila.cfm).  This manual suggests the following guidelines for a selection policy:  
“Top priority should be given to materials which are most necessary for regular use in the present curriculum and for planned future development of new courses.

a.
 Students need books written in non-technical, age-appropriate language, to xe "supplement"supplement basic, xe "standard"standard textbooks or class xe "notes"notes.

b.
 Teachers need materials which cover the subject matter in greater depth.   By maintaining a balance between the purchase of proven classics, primary literature, as well as up-to-date or secondary information, your collection should primarily supplement the curriculum.

c.
 A reasonable balance in the number of materials bought for each subject should be maintained. 

d.  Generally, standard textbooks should not be considered for purchase [for the library] as textbooks are quite costly and become quickly outdated.”  (Adapted from chapter 3 of the Librarian’s Manual) 

It is not ideal if the library is the primary place for students to have access to their textbooks.  It is better if students can acquire their own copies of the books they are studying.  This helps them to begin building their own libraries, which for many may be the only library to which they have access for the rest of their ministry lives.  

Your teachers are the best source of suggestions about books and materials that are needed in the library, although the reality of budgetary issues and the need for a balanced collection mean that we may not be able to buy everything they ask for.  Part of a library’s budget must be used to maintain an up-to-date collection of professional journals and magazines that will support the classes being taught and the teachers who teach them.  Funds will also be needed for the purchase of expensive reference materials, especially electronic versions. The good news is that some journals or reference materials may not need to be purchased at all, as good materials are increasingly becoming available for free on the Internet.   The key issue for all of these things is the size of your library’s budget, and you should not quietly acquiesce if this number is ridiculously low!  Accreditation agencies usually require a set number of books for accreditation.  They also want to see that a reasonable part of the program’s operational budget (at least 3% in most cases) is designated for library purchases.   

Very few of the unsolicited books sent from overseas will be of much use to your library.  They may even become more expensive to receive than they are worth if they can’t be processed as duty-free or duty-reduced items. It is much better for someone to send you a list of books from which you can select those which will actually be helpful.  Items that are in poor condition shouldn’t even be offered.  It should also be understood that all donations will either be integrated into the exiting collection, shared with another library, or sold.  


There are a variety of ways in which to learn about what might be useful to have in your library collection.  The starting point is to listen to the suggestions of teachers as they develop their bibliographies for their classes.  We may also drool over what is advertised in publishers’ catalogs, though the reality of limited funds for book purchases suggests that it is wise to only make selections after knowing a book’s quality through reading book reviews. It can be helpful to visit other people’s libraries to see what they have (especially in journals).  You will also discover books that need to be purchased again as you do an annual inventory of your entire collection to see what might be missing (or completely worn out).  If you choose to remove a book from the collection, the information on that book should be removed from the catalog.  

Your library staff will need to maintain four separate lists:  

1. A wish list of books that you hope to acquire as funds become available 

2. A list of books ready to be ordered 

3. A list of books that have already been ordered (so that you don’t inadvertently order them again during the months while you are waiting for them to come)   

4. A list of books that have been received and are being processed, but which aren’t yet on the shelves (to let impatient professors know that what they need is almost ready)  

It can be very beneficial to be part of a consortium with a Catholic school or a secular university.  Your library will include a good collection of evangelical titles that you can share with them.  They will hopefully have everything else which they will be willing to share with you.  You can either allow other students or faculty to use your facilities, with your students having the right to their library, or you could develop a system of inter-library loans.  
A library collection can grow exponentially as it acquires the equipment (and the expertise) to allow it to take advantage of the massive amount of research information and articles available through information technology.  Students will need help in sorting through the quality of what they find.  Bibliographic research can be done on-line, with certain books and journals available for free.  Full access to the collections of other schools is not yet a reality, although there are a variety of projects to digitize just about anything.  (See for example: http://books.google.com/  or http://scholar.google.com/.)
So perhaps there is hope for multiplying our collections in the relatively near future.  Electronic subscription services for journals may be costly, but can be worth the price if they allow for access to a number of periodicals that could be useful to students and teachers.  

Library Facilities


In the same way that men who don’t cook shouldn’t design kitchens, deciding how to build and design a library is not a task that should be left to teachers, administrators or architects.  You need the help of a trained librarian to create a functional library.  Ask for help if you are considering building a library or re-designing the one that you have, especially if you don’t already have a trained librarian!  


An excellent library facility needs to have comfortable and adequate space for all the activities that will be connected with the library.  For security reasons, there should be only one main entrance to the library collection (with emergency exits, of course).  The circulation desk should be located at that entrance so that materials can be returned easily and so that nothing can be removed from the library without checking it out properly.  

As the library’s catalog is where most research begins, it should also be located near the main entrance, which means that it will also be near to where someone could answer questions.  If you have an electronic catalog, make sure that it is user friendly and that you have access to good local technical support.  Reserved reading material also should be located somewhere near the front desk, though popular periodicals and newspapers may be placed where people can sit and talk without disturbing others.  A library needs a separate room for work space with lots of shelves for supplies and for books to be processed or repaired.    


Books need to be on the shelves and available to students.  To allow your collection to grow, books probably shouldn’t take up more than approximately 70% of any given shelf.  Contrary to popular belief most books don’t disappear, though they can seem to if they have been misfiled on a shelf.  It is better to let someone who knows what they are doing reshelve books that have been used.  


If a library contains computers, and especially if the computers are connected to the Internet, you will need a secure place to keep them with a password system that will control who has access to the Internet.  (You will also probably want a strong control system to block access to inappropriate websites.)  Heat and humidity can reduce the life of a computer by as much as a third, so the costs of installing and running air conditioning may be less than the cost of replacing computers that wear out faster than they need to.  


All libraries need adequate lighting and to work at ways to dampen echoes and noise.  If at all possible, a library should have an air-flow system to control dust and humidity.  Both of these are very hard on your books, so the cost of installing, running and maintaining a climate-control system is off-set by the reduced cost of having to replace materials.    

How much study space is needed in a library depends on many factors.  It is helpful for upper-level students to have their own semi-private space for their research.  For everyone else, how much study space you need will depend on usage.  If all students are required to do their homework in the library at the same times, you will obviously need space for tables and chairs to accommodate every single one of them.  However, if you don’t have this kind of required study hall, you will need to conduct a survey to get a sense of library usage and plan accordingly.  Some students don’t have study space at home and may study in the library even if it isn’t required.  Have enough space so that your library doesn’t feel crowded.  

Library Personnel


Libraries should be run and managed by people who know what they are doing. People who work in libraries tend to be either those who love books and know theology well, but who need help in learning library organizational skills – or those who have received technical training in library management, but who don’t know much about the kinds of books found in a theological training program.  The ideal librarian is trained and skilled in both areas.  If your librarian has a degree in library science, it can be helpful to allow him or her to audit classes or to even work towards a degree in theology.  If your librarian is a seminary graduate, it will be to your advantage to encourage his or her training in library management.  Formal library training can be obtained through many local universities in the non-Western world, or through distance education options.  You can also encourage your librarian to participate in workshops or to obtain supervision from trained librarians at larger regional schools or from local university libraries.  


Not all libraries will be able to afford a full-time librarian with a library degree, though you may have concluded that your library is important enough for you to try to afford one.  It is not unreasonable to reserve a full 10% of your operational budget towards having a good library collection, hiring an adequate library staff, and having a climate-controlled facility with good equipment.   

Several schools could opt to share a professional librarian who will train and monitor the staff doing the day-to-day maintenance of each of the libraries. Although there are on-line systems that can help with book classification, you still want expertise to process or purchase your books.  Books can be bought with “cataloging in publication” (CIP), but it needs to be verified that what CIP has done is a cataloging system that fits with what you have in your library.  Trained short-term volunteers may be able to help you with projects like this.  

How To Help Those Who Don’t (or Won’t) Have Easy Access to a Library

As important as libraries are to helping our students grow and learn, it may be that our invisible curriculum has “taught” them that learning is only possible through listening to experts in class and by going to a library to read what has been assigned.  A teacher can also communicate that if something isn’t said by an expert, or if it can’t be footnoted from a printed book, it probably isn’t true.  So since many of our students may never attend another formal class and since they probably won’t have access to a library after they graduate, the invisible curriculum has taught them that their days of learning may soon be over.  

We need a teaching methodology that helps students understand that there are many ways to learn and to do research.  While we want them to develop a love for learning from books, they also need to learn from the insights of others as well as to value their own field research as this is what will help them know what to preach each week.  

There may be several ways in which we can help with the development of a variety of “libraries.”

(1) Personal libraries for students.  Each student should begin to acquire his or her own library, built around the key textbooks and basic reference materials.  These will allow a student to review and to re-teach what has been learned in school.
(2) Mini-libraries in churches.  As an institution, we could develop special cooperative projects as part of our ongoing commitment to our graduates, to allow them to develop libraries in the churches where they go to serve.  As they teach and train their own people, they will be able to help their people learn from written materials.  
(3) Basic libraries for study centers.  Extension training programs (which we will discuss in chapter 11) will need to have basic libraries for those students who study at or through these study centers.  It might be possible to loan books to the extension center for a particular course, or to develop CDs or electronic materials that support the extension training that we are offering.  
(4) Electronic materials. If we develop extension training materials for the Internet, we will need to discover how we can make the required reading requirements for our courses available on a website or through CD’s. 

Conclusions

For many faculty members who return from overseas study, what they miss most is the libraries that they used.  May you be able to develop the kind of library that will not only serve your program excellently, but which will make your graduates homesick as well!

Discussion Questions Regarding Your Library

1. To what extent do faculty and students know how to use your library effectively?

2. Is your library collection adequate?  Do you have both a selection and a de-selection policy that works?  Why or why not?

3. How adequate are your library facilities and staff?  Do you have, or have access to, the expertise you need for developing an excellent library?

4. Are there ways that you could develop a library consortium with others so that you better share the resources that you all have?  

5. How could you find more financial resources to improve your library?  

6. To what extent are you ready for what technology will do to the way libraries are configured and used?

7. How could you help your students and graduates – and their respective ministries – develop their own libraries?

Website Suggestions for Further Study 

The Librarian’s Manual order form: http://www.acl.org/librariansmanualorder form.cfm  

Dewey Decimal Classification System order form: http://www.oclc.org/dewey/ 

Library of Congress catalog: http://www.loc.gov/index.html  <library catalogs> Shows the LC classification for any book published in America. 

Library of Congress classification tables and subject headings order form: http://www.loc.gov/cds/ 

Sears List of Subject Headings ordering:  http://www.hwwilson.com/print/ searslst18th.cfm for ordering 

 
Suggestions for Further Reading

Moreau, A. Scott and Mike O’Rear.  “Browsing Virtual Libraries and Book Collections.” Evangelical Mission Quarterly 42:2 (2006): 254-259.
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