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MNational Tavwan University

Introduction

The primary functions of university libraries are to fulfill both the needs of
the instructional programs of their parent institutions and the research needs of
students, faculty, other staff members, and people outside the academic com-
munity. Therefore, university libraries have always taken pride m the size and
depth of their collections. They seek to fulfill the needs of users by simply build-
ing larger collections, and manage themselves on the basis of the concept of col-
lection devulupmﬁm ;

The university library is now al a critical point in its development. The
world of scholarly communication and publishing is changing profoundly. The
eacical transformarion and autemation of universivy library services and opera-
Lions, and rising expectations on the part of the user community, must encour-
age a fresh and eritical look at the management strategy and service delivery sys.

tem. ne currently popular approsch is o shill energies and resourees [rom
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huilding and owning ™ just-in-rase * local collections to providing access 1o and
delivery of the right information " just-in-time " 1o satisly users’ information
needs. In short, university libraries should shiflt gears from eollection develop-
ment o collection TNENAFeIneEnt .

Unly use makes o collection valuable. Therefore, we should evaluate collee-
tioms and improve service quality in terms of user necds and customer satslae-
tion. A key measure of costomer satisfaction is whether a customer obiains the
necded infoermation within an acceptable time frame. In order to satisfy user
needs as efliciently as possible, libraries should analyze the process of access of
users, and eliminate or, at the very least, lessen any obstacles that may hinder
users from satisfying their information needs. In the availability study reported
by Schofield , Cooper and Waters, it was [ound that of all user search failures, 1
3.5% were due to the title not being owned, 32.4% were due to inadequate us-
er searching, and 54% were due to the title, although owned, not being avail-
able. D These results indicate that there are processes and workflows that the
library can modify in such a way that can reduce materials unavailability and in-
crease the satisfaction of customers.

Acquisition of information by the user is a circular process, referred 1o as
the “ Information Cyele Network " ( ICN ) by Harer. The ICN contains
three components. The first is identification, i.e., searching for information,
using whatever means are available, and identifying a source. With the help of
reference librarians, the vser may utilize the resources more effectively. The
second component 15 access. Onee the source is identified, the user then wishes

to know how and where to obtain the physical information. By using an on-line

(@ J.L. Schofield, A. Cooper, and [J.H. Waters, * Evaluation of an Academic
Library’s Stock Effectiveness, 7 Jowrnad of Libvarianship 7 ( July 1975 ) =
207 27
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public access catalog {often relerred to as the " OPAC" ), the user can ascer-
tain stalus information for a given tile, The third and final component i deliv-
ery. Alter the user is certain that l'he library has the materials needed, he will
then want 1o physically access the collection. An appropriately managed stock
and systematically designed sign systems can help the user efficiently locate the

needed materials. The cirele is alten completed when one source points Lo more

information and further leads o the identificationof information resourees, (2
while the ultimate goal of the nser in the entire information cyele network is 1o
abtain the physical information he requested . Therefore, collection management
should adopt a customer-oriented approach to make sure that every step involved
in meeting the user's request for inflormation is completed smoothly.

From the analysis of the user’s information cyele network, we can get a
clear idea that materials availability accounts for a library's acquisitions, cata
loging/ processing , stack management, circulation, _and user knowledge. (8 That
is 1o say, collection management is generally multi-lunctional, and also cross-
functional. Just because eirculation serviee is the most [requent contact point be-
tween the user and the library, users always judge the quality of a collection by
their experience of cireulation service, and evaluate the service quality of a li-
brary sccording to whether they can obtain the materials they need. In fact, the
processes or operations in a library are interwoven. A user's success norrmally re-
quires a close eoordination of the activities of each function. Only if the waork-

[lows are comnected smoothly from acquisition and cataloging, to preservation,

0 John B. Harer, " Information Delivery in the Evolving Electronic Library -
Traditional Resaurces and Technalogical Access, ™ v Access Serofees in Li-
hvaries T New Sofutions for Colfection Management , ed. Gregg Sapp ( New
York 1 Hawarth, 19923 , 79,

A Weal K. Keske, * On My Mind @ Materials Availability Model and the Inter
net,  Jowrnal of Academic Librarwnship 20 ( November 1994 ) © 317,
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reference, and civeulation, ean the user then be assured of geding the needed
materials.

T offer excellent quality service, librares need (o be aware of the needs of
hesth their users and their emplovees, treating the latter in the manner of inter-
nal customers. From the perspective ol customer satisfaction, the user is the [i-
nal customer, ( i.e. the external customer ), and the employee is a custorer
also, [i.e. the mternal costomer ) . In the delivering of library service, all
work can be considered to be a process. Fach process receives mput from an in-
ternal supplier, i.e. the previous operation.  Each process has a ™ process
user, | who adds value to that input and converts it inte an output for the inter-
nal customer —— the next operation. @ The connections between each of the
internal customers thus develops into a customer chain, 2 and the external cus-
tomer —— the user happens to be positioned al the end of the customer
chain, Only when 4 whole chain of internal customers is satisfied does the exter-
nal customer experience enhanced salisfaction.

Therefore, excellent quality service and customer satislaction can only he
achieved through process mmprovement. Certainly, there need to be some
useful , comprehensive and svstematic ways of dentifving an ineffective process.
Service blueprinting is an eflective techninue to deseribe the service delivery pro-
cess in visual form, and to identify those aspects the customer encounters in or
der 1o improve service quality effectively. Therefore, service blueprinting is

demonstrated in this paper to analyze the procesz of collection management 5o a5

W Keki R. Bhate, Next Cperation As Customer { NOAC 3 0 How to T prone
Chualfity, Cost and Cyole Time 1 Sevorce Ohperations { New York © American

Management Association, 1991 ), 15,

e
-

@

Richard J. Schenberger, Budlding a Chamn of Customers o Linking Businesy
Frurctiong to Create the World Class Company { Mew York © The Free Press,
1980y, 1.
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to improve the service quality of university libraries.

The Anatomy of a Service Blueprint

It the simplest terms, a service blueprint is a picture of a service delivery
system. In the developtnent of a huilding, the design i captured on architee-
tural drawings called blueprints, becanse the reproduction is printed on special
paper, creating blue lines. These blueprints show what the product should look
like and all the specifications needed for its manufacture. G. Lynn Shostack©
has proposed that a service delivery system can be captured in a visual diagram
{i.e. aservice blueprint )} and used in a similar manner lor the design of ser
vices .0

A service blueprint depicts process and structure by employing the horizon-
tal and vertical dimensions of a flat surface. Process is depicted {rom lelt to right
on the horizontal axis as a series of actions ( rectangles } plotted chronologically
along the horizontal axis of the service system blueprint. A [low line marks the
service path by connecting discrete actions chronologically.

Service structure is depicted on the vertical axis in the form of organization-
al strata, or structural layers, Four primary struetural strata are common to all
library services ¢ customer interaction, public services, technical services, and
management { see Figure 1) . Within these four primary strata, finer distine-
lions ean be made. In essence, a service blueprint turns the traditional organiza-

rional chart upside down and adds detion ot

@ . Lynn Shostack, * Designing Services That Deliver, " Haroard Business
Rewien: 62 ( January — February 1984 3 ¢ 1335

o James A. Fitzsimmons and Mona 1. Filssimmens, Service Mancgement for
Competitive Advantage { New York @ MeGraw —Hill, 1994 ) | 72,

7
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In the customer stratum, a line of interaction demarcales actions perlormed
by the customer [rom actions performed by public service contact personnel.
Customer actions are placed above the line. Actions performed by contaet people
are located below the line. As noted earlier, these actions are charted on the ser-

vice path proceeding from lelt to right,

Austuzns perfommed by tha
{Customer customiar

Fine af incefaction
Actions perlarmed by

Iansiagel contact personnel
Public
Services e o wisabulioy
Sut-ugfellow-up
s ek activities u.:ndl..::led by
public servies libranans
Lane ol miermnal mderoclicn
Technical BUEpAS ignons
Cepdinhs conducted by techuncal

service librarians

Laine of img et
Flanning/organismng
funchions conducted hy
MarkEers

Management
Functinns

Figure 1. The Anatomy of Service Bluepring

The actions of 'pul-.ulicl services are further classified by a line of visibility
which separates on-stage [rom backstage actions.  The on-stage portions of the
service svstem are where costomer contact occurs, and where customers oblain
tangible cvidence of the service, with attention heing paid to ambiance and ef-

fectiveness ( eog., a relerence desk ) . Onestage actions refer 1o the public
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performance of the service, or actions visible 1o the customer, while contact
people set-up aspects of the service environment prior to the customer's arrival,
and {requently engage in follow-up work in order to complete the service follow-
ing the customer's departure.  These backstage activities, conducted below the
line of visibility, are the behind-the-scenes actions performed by contact people
in order 1o ereale the service experienced by customers. The backstage portions
aof the system are out of the customers' view and often serve as a [actory for effi-
cieney ( c.g., the ordering and receiving processes of acquisition } , while some
of the least visible steps in the process are the most eritical determinants of qual
ity LG

This separation does highlight the need 1o give special attention to opera-
tioms above the line, where customer pereeption of the service's perlormance are
formed.  The physical setting, the decor, employees’ interpersonal skills, and
even printed communication materials all make a statement about the service.
The percentage of the blueprint above the line of visibility vanies according to
cach service, but often, a large part of the blueprint is below the line of
visibility.  Shostack likens what lies above the line of visibility to the tip of an
iceherg . (B In a library, most processes in the service delivery system are in-
visihle o the customer.  In addition 1o the set-up and follow-up activities per-
(ormed by the public services lhrarians, all the activitics conducted by technical
services librarians and managers are below the line of visibility.  Particular ar.
tention must be paid to the processes below the line even though customers are
olten totally unaware of them. - These processes are part of the service too, and

@ (. Lynn Shostack, * Understanding Services Through Blueprinting, " Ad-
wwirces In Seruvices Marketing il .I‘Lfl‘aﬂage'mem, wil. 1 Greenwich,
Conn. + JAl Press, 1992 ) , 80,

H Shostack, " Destgning Services That Deliver,
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can resull mothe sueeess or {ailure of the portion of the bluepring visible o cus-
tomers.  Fowever, attention o the portions of the blueprint above the line
cannot be tgnored . Buch processes provide the only tangible evidence a cus-
tomer uses Lo verily the elleetiveness of the service.  Therefore, all processes
hielowe Lhe line as well as all visible aspects of the service, that is, tangible claes,
must be carclully designed 1o maximize the desired effect on the customer,

Public librarians do not normally work in isolation.  Public Libratans play
an intermediary role in marketing the product produced by the technical Tibear-
ans to the customer.  (ther departments contribute services or information
used i rendering the service.

M line of internal wnteraction separates technieal services from the backstage

of the stratum of public services.  Lines of internal interaction delineate the
library's internal customers, whether across departmental lines, or from one
wark station or peolessional specialty to another within the same department.
It is this characreristic which makes the service blueprint uselul as & communica-
tions tool for conveving the serviee picture 1o all service emplovees,  Suchoa de-
vice builds swareness ol how an mdividoal’s job contributes to the creation of the
service overall,

Finallv, a line ol implementaton separates the planning and organizing
functions from * doing ™ activities. By documenting process and structure,
service blueprinis support nmnagcmcﬁr’r-; task as a decision-maker.  Service
blueprints ammate service derails, and show managers the underlying pattern,
that is, connections and relationships among key elements of the service system.

When the }'}:?!ITP.I:nﬂ fl]‘l;Il comnections are explicit,  the ratonal basis lor key

decisions can be demonstrated objectively.

10
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Blueprint for Collection Management

The first step towards achieving customer satisfaction is to ™ blueprint ™
the service delivery processes that allect customer satisfaction in order to pin-
point opportunities [or improvement.  Figure 2 shows how collection manage-
ment appears in blueprint form .,

From the customer's perspective, collection management means that the
materials needed must be acquired , organized, easily accessed, and also muost be
avatlable in usable condition when needed.  The principal concerns of collection
management, thus now shift from huilding a collection to access and delivery 5
that s, to help users identify what they need and what is available and then get-
g these materials, or the contents of these materials, into their hands. LInoor-
der 1o make 11 more convenient to manage service tm:-LJ]'L;u'T the aclivilies associal-
ed with collection management are further divided into three stages, namely ac-
cess, delivery and acquisition.  Of these stages, access and delivery may be at-
tributed 1o the information cvele network generated by the customer, while the
acquisition stage is attributed to the technical services below the line of
visibility.

The collection exists to serve customers’ needs.  No collection can exist in
any usable form without a full array of services working to make it accessible
and available to customers. 3% Sinee the most relevant element of the availabili-
vy erquation s bibliographic access, 1. e.0 the ability of customers to locate an
owned itern in the library's catalog. A Thus the blueprint for collection man-

agement may starl when the customers search for needed information using the

b Wilham A, Wortman, Coeffection Menagement 0 Backpround and Princifles
{ Chicago ¢ Armerican Library Assoviation, 1983 ), 13,

L
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OPAC and end when the aequisition librarians have acquired the unowned mate-
rials requested by the customers and have sent them to the cataloging depart-
menl {or value-adding, as demonstrated m Figure 2.

The access stage beging with the user's bibliographic access e the
colleetion. By using the OPAC, the user can ascertain status infermation for
items sought at the time of eatalog inquiry, and pechaps make an on-line reguest
that these items be recalled and/or specially set aside upon return from their cur-
rent civeulation.  However, as Buckland has pointed out, * the on-line library
catalog is probably the most sophisticated computer system of any Lype in rou-
tine, direct use by the general public + ™ 02 Thus, when the user fails to lo-
cate the materials needed from the library catalog,, the user may ask the refer-
ence librarian for help, By virtue of their training, reference librarians can ver-
ily whether there is anv mistake being made by the user in the access process
which causes the user's lailure.  Most importantly, when the materials needed
are unowned , the reference librarian can assist the user in using the OPAC sys-
tem of cooperative libraries in order 1o get the materials needed via document de-
livery or interlibrary loan services.  Meanwhile, the user can also recommend
that the library purchase the unowned materials by filling out an order request
fisrmn,

[n order 1o satisfy the user’s information needs, the reference libranans
need 1o build and maintain a reference collection, © sel up chatabase and o

mation systems, and to arrange facilities and equipment. Bt the reference

I Carol A, Mandel, * Trade — offs ¢ Quantifying Quality in Library Technical
Services,  Jowrnad of Acadentdc Librarianship 14 { September 1988 ) ¢
21h.

{8  Michael Buckland, Redesigning Library Sevvices © A Manifesto ( Chicago !
American Library Association, 19921 | ix.

12
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service s not completed until an evaluation of customer satisfaction has been
made, and the results have been led back 1o the acquisition and other related de-
partments,  Furthermore, relerence librarians should also cooperate with ac-
quisition librarians to identify the strengths on which collections are built upon
and the weaknesses 1o be remedied , and alse devise a collection policy that will
meet customers’ interests and needs.  Since reference librarians are the most di-
rect link § sometimes the only real link ) thae libraries have with ther users,
and have heen always working with the end user throughout their entire process
of an on-line search, LaCuardian strongly suggests that reference librarians redi
rect lime and energy to the improvernent and redesign of the OPAC system

What the user does during the delivery stage 15 gain physical access to the
collection. s the user ascertaing that the materials needed are currently avail-
able, then the user mayv wish o locate them [rom the Rl‘_EE‘lVﬁ%. Hewwever, users
frequently fail to locate 1tems in the bookstacks because they copy call numbers
incorrectly . are net familiar with library classification systems, or misinterprel
slatusdlocation information. At such times, customers may ask cireulation li
brarians for help in finding what they need. Il the material necded by the user
vanned be found. the circulation librarvian may refer the user w a reference Ii
brarvian [or consultation. At the same time, the cirealation librarian needs 1o
malee a dectsion as to whether a replacement purchase is needed, and 1o make a
recommendation,

Similarly, the cireulaton service can be completed only when a matérials

availability study has heen comducted and the results have been fed hack 1o ac

A3 Cheryl LaGuardia, ™ Desk Ser Revisited 0 Reference Librariansg, Reality, &
Research Systems’ Dosign, 7 Jowrnal of Academic Litvarianship 21 ( Jan-
pary 19950 @ 9
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quisition, preservation, and other related departments.  According to the find-
ings of materials availahility studies, the service quality of bookstacks may be
inprowed and OPACs may be adjusted or redesigned to meet the requirements of
users.  Meanwhile, the replacement purchase resulting from missing materials
needs to be analveed also, and the subject interest of users should be relerred 1o
the acquisition department to strengthen related collections.  Finally, the strat-
ey of collection management should be developed with the eoordination of li-
Lirarians  in the acquisition, reference, circulation, and  other  related
departiments.

Most of the activities conducted during the acquisition stage are perflormed
hehind the seenes, as depicted in Figure 2. The first activity conducted by the
acnuisition librarian is book selection.  Substantially, the responsibility for
building a fine collection to meet users' needs may not only rest with library staff
in the deguisition department, but also with stafl in the reference and cirealation
arens, and most importantly, with the library's vsers.

Besides hook selection, the twe basic operations performed by acquisitions
stall are ordering and receiving., A broad definition of ordering would include
the following ¢ precrder searching to prevent duplication and 1o verify order in
formation, producing and sending the purchase order, claiming, recording the
vendor's reports, and handling cancellation.  Receiving may begin with un-
packing shipments, and includes matching the received item against the pur-
chase arder and the vendor inveice, dommunicating with the vendor to resolve
problems, approvipg invoices for payvment, lund encumbering, and recording

the receipt of parts of series and set= .8 As materials are acquired, collection

0 S[ara C Hewtshu, " Aequisitions, " in Lifrary Technical Servces © Opera-
tions and Maragement o 2d ed. cil. lrene P Godden ( San Dhego, Cali @ A-
cademic Pross, 1991 0 0 102,

|6
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maintenance and interpretation lay primary responsibilities on departments other
than acquisition.  First of all, all materials acquired must be sent o the cata-
loging department for value-adding so as 1o make the OPAC search possihle,
As Shostack has depicted, * some of the least visible steps in the process
are the most eritical determinants of quality - " @ T raditionally,  the pro-
cess of acquisition has been likened to a “ black hole » " % When the order
request form has been [illed aut, then waiting is the only thing the user can do.
From the perspective of service quality, communication with users is a neces-
sary adjunct to the acquisition process.  Any change in either the [low from the
person initiating the request or the [low from the persan making the acquisition
to the vendor must be immediately eommunicated 1o the person making the re-
fquest,  The person making the request has the right to know that the order re-
quested is being handled successfully + or cannot be filled because the title is al-
reacy in the collection, has been halted because the title is out of stock, or is no
longer available. I such communication is neglected, the user will think the 1i-
brarians are hreaking their pramise. Furthermore, hreaking the service
promise is the single most important way in which service organtzations [ail their
customers, 19
The librarians have always known that the activities invalved in collection
management are extremely complex.  As we explore the blueprint for eollection

management operations shown in Figure 2, it ean be seen that the blueprint ar-

€3 Shostack, * Understanding Services Through Blueprinting, " 80,
48 Karen A, Schmide, * Aequisitions © he Ordering, Claiming, anid Reeeipt of

Materials, " in Technical Services Today and Tomerrow, Michael (rarman
and Associates { Englewsod, Colo. ! Libraries Unlimited. 1990 ) T

0 Leonard L. Berry, Valarie A. Zeithaml, and A. Parasuraman, “ Five [mpera.
tives for Improving Service Quality, " Sivan Management Review 31 € Sum-

mer 1990 ) 1 34,

17
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gues this paint far more persuasively than a procedural manual or other narrative
description,  While a blueprint reinforces the complexity of a secvice delivery
systen, 1t also introdoces clarity and cohesiveness into the analysis process, (8
Through Mueprinting, the highly interactive nature of collection management
appears to be obvious.  Studying the blueprint could suggest opportunities for
imprevement and also the need for further delinitions of certain processes.

Blueprinting can be undertaken at different levels of detail. A simple
Llueprint provides a bird's eve view of the overall service delivery process, dis-
playing the major clements of service and depicting the principal interactions
with customers and a plausible sequence in which they might take place. A
more detailed blueprint might zero in on a specific activity, such as claiming in
the acquisition department, and this can be broken down into a series of subac
tivities.

For eritical operations that are performance determinants of the service,
standard execution times can be atlached to each activity to help set standards
[or speed of service.  Some execution limes can be represented in the form of
a range o account for the discretion necessary in some transactions.  These
standard times will be useful in making capacity decisions and setting expecta-
ors.,

Managers can employ service blueprints to assist in the decision-making ac-
tivities associated with strategy smringf. the allocation of resources, the integra-

tion of service lunetions and the evaluation of perflormance overall.

8 William R. George and Barhara E. Gibson, * Blueprinting ¢ A Tool for Man
aging Quality in Serwvice, " i Service @Qualiey ¢ Multidiso plinary and
Multinational Perspectives . ed. Stephen W, Brown and others { New York
Lexington Books, 19913, 77.
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Interfacing Service Encounters

Mast services are characterized by an encounter between a service provider
and a customer.  We may recall from Figure 2 that this encounter oceurs above
the * line of visibility " on the service blueprints for collection management ,
This interaction, which defines the quality of the service in the mind of the cus-
tomer, has been called a2 " moment of truth ™ by Richard Normann .48 The
encounter, often brief, is a moment in time when the customer is evaluating the
service and [orming an opinion of 1s quality,

A customer’s encounter with the service delivery system can oceur in three
hasic ways. First, the customer can be physically present and interact directly
with the service providers in the ereation of the service.  In this instance, the
customer has full sensory awareness of the service surroundings.  Second, the
contact may be indirect and veeur via electronie media from the customer’s home
or office.  Finally, some service activities can he perlormed with no customer
contact at all. & Collection management blueprints provide an example where
all three customer encounter options cceur.  Asking a reference librarian for
help in information retrieval requires an interview with a reference librarian or
auhject specialist, F::L-':Flrf‘.hin]._‘{ an on-line cat}ﬂc:.g can he aceomplished via a net
work system, and the process of ordering is conducted in a back offiece { i, e.
the acquisition department ) of the library.

Realizing that such moments of truth are critical in achieving a reputation

I8 Richard Normann, Seruvice Management © Strategy and Leadership in Ser-
vice Businesy, Zd ed. ( New York ! John Wiley & Sons, 1991 ), 16— 7.
@ Fitzsimmons and Fitzsimmons, Serpice Management for Competitive Adoumn-

fage, T8—0.

L9
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[or superior quality, library managers should focus on these encounters 1o create
a distinctive and competitive position in terms of quality of service.  In this pa-
per, the service encounter s depicted in Figure 3 as a trangle of interacting in.

terfaces with the customer, that s, people, technology, and information.

Information

r
( Service "-l
. Quality
P A [ ‘ﬁ

f‘ =2 -,

People Technology

Figure 30 The Service Encounter Interface Triad
Feople

Most customers consider the performance of personnel to be the most influ-
ential attribute of service quality in a service industey .80 Quality service may
be defined not only as the willingness but also the ability of emplovess to give
prompt or timely service.  Quality of service is perceived by the users to he
high when courtecus treatment, a positive attitude, helpfolness, {riendliness,
and personal attention are exhibited by the eontact personnel,  Furthermore,
the contact permnnr.::l represent all the front-line emplovees that deliver the ser-

vices, including public service librarians, support staff, and even assistant stu-

2B John C. Crawlord, and Juliee M. Getty. " The Marketing of Services @ A
Quality Perspective, " Jowrnal of Professional Services Marketing 8 (199

L3+
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dents.  Ideally, front-line contact personnel should have personality attributes
that include flexibility, wlerance for ambiguity, and the ability to monitor Iee-
havior and change it on the basis of situation cues, and empathy for users.

Sinee @ service cannol be inspected before delivery and then scrapped if de-
fective, it has to be right the first time.  For users, the willingness of library
stall 1o be reliable. 1o do what they say I.Imj?.r are going Lo do, is key to whether
visiting the library is a positive or a negative experience.  Hesides, users expect
the same friendly treatment, the same level of attention, and the same amount
af offort to be shown each time they visit the library.  In other words, the ser
vice should be delivered in a reliable or consistent manner.  In addition, the
contact personnel's appearance, what they say and how they say it are all uncon-
seiously liled away in the users’ brain as cumulative cues that eventually, taken
as 4 whole with all the other evidence, add up to a mental portrait of the
SCTVICE.

In the blueprint for collection management depicted in Figure 2, all these
forms of evidence appear above the * line of visibility 7 that shows which parts
of the service system will be sensorially encountered by the customer.  These
must be managed as a whole in order for the service to have integrity and consis-

teniey in the user's mind.
TECHNOLOGY

With the coming of onJine library catalogs, technical changes that have
heen taking place in the back rooms of librares for several years have sudden ]y
become much more apparent Lo evervone, 10 is often argued that service opera-
tions tend 1o be predominantly personnel-intensive, the mmplication being Lhat
personne] management is critical to success in a service organization.  In fact,

many services; particular those performed by a library, are becoming increasing

21
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ly based on modern equipment and advanced information technology .

From the operational perspective, Levill distinguishes between hard , soft
and hybrid technologies. &  Hard technologies are the most obvious, for they
substitute machinery or tools {or people in the performance of service work.
By contrase, solt technologies invelve the substitution of organized , preplanned
work methods for the ad koc and often serendipitous actions of individual ser-
vice operatives, Hybrid technologies combine equipment with  carefully
planned systems to bring efficiency, order and speed to the service pracess, bu
the emphasis in a hybrid technology 15 on the service system itself.  Conse-
quently, technology in this paper includes all physical surroundings that facili-
tate the delivery ol services, and the creation of * customer-friendly " opera-
tions that allow the emplovees to deliver services in the best way.

An employee with the best intentions in the world cannot provide serviee if
he is not properly equipped.  The service — oriented library should foster the
willingness and enhance the ability { both in terms of knowledge and skills ) of
employees to be responsive, reliable, empathic and assured, by employing hard
technology in the design of a work environment that makes it easier for employ-
ces 1o meet performance criteria.  Furthermore, the library should make ef-
forts 1o keep the appearance of physical facilities, surroundings and all other
hard tc::hnulugi:—.'ﬁ attractive and u]:l-lr:}-dzm-'.-.

Performance consistency is enhanced when service logic or service technigue
is deliberately destgned, and employees are well trained to implement it effec-
tively.  The shelving of baoks, serials, and even A-V materials, as well as the
posttioning of the mliu-:n_'m_'e and/or eirculation stall for receiving inquiries from

users all deserve carelul consideration

@5 T. Levitt, The Marketing Imagination ( New York ! Free Press, 1983 ) .
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INFORMATION

Mew communication and information technologies clearly strengthen the
possibilities that make person-to-person imteraction resulting [rom their provi-
ston unnecessary . Public use of the en-ine catalog ean be made readily avail-
ahle through the eampus computing network ot through dial-up using a personal
computer and madem in offices, dormitories, and homes.  That s 0 say,
there is a group of people who, although they use the materials and services pro-
vided by the library, may never physically appear in the library.  These infor-
mation customers have been described as * [ugitive users, " @8 for they, too,
make up part of the library constituency, even though the library stalf may not
kpow much about them.

These {ugitive users access on-line catalog and networked CD-ROM prod-
nets at their workstations, and, cceasionally, in the quest for a piece of infor
mation that is not available via one of the internal or external sources accessible
through their desktop compurers, they might wander into the library 1o get
what they need without help [rom or interaction with librarians. 80 Besides,
many of the vsers are very keen on do-it-voursell when on their library tour.
These fugitive and/or sell-service users may thus alsa henefit [rom librarians
through the provision of accurate, clear and attractive guiding information.,

Certain self-service svstems and pleces of equipment look as if they have

been designed by librarians, for librarians.  Not only should the available rech-

# Beth Duston, ™ The Fugitive User, " The Owne — Person Library ¢ A
Newwslerter for Libravians and Managemeni 10 ( June 1993 ) .

@ Guoy S Clar,  Cestomer Serwvice tn the Information  Environmend
{ London @ Bowler - Saur, 1993 } ,67.
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nelogy Le customer-friendly, bt even the phrasing of the instructions lor use
needs careflul thought,  Ambiguous, complex, or authoritarian instructions
may discourage users. By contrast. communication matenals with an attrac
tive appeatance and accurate contents may encourage users.  Lhe service io-
structions provided should be professional and accurate, and conveniently locat-
ed. The messages displaved on the OPAC sereens should he deseribed in lan-
guage that users can easily understand, and the contents should be ree of error

and consistent all around . Besides, an appropriately labeled stack, and system-

atically and consistently designed sign systems can help the user to tour the i

brary ellectively and suceessfully,

Identifying Fail Points

Blueprinting is a powerlul 1ol for understanding the activities and processes

invilved in delivering services, A well-constructed blueprint enables us to visu-

alize the process of service delivery by depicting the sequence of front-stage in-
teraclions that customers experience as they encounter service providers, lacili
lies, and equipment,  These interactions are supported by baclstage activities,
which are hidden [rom the customers and are not part of the actual serviee expe-
rience.

Displaying cach amd every step ionvolved i crenting and delivering service [
also gives managers the opportunily o identify potential fail points where Tront-
stage or backstage processes are most vulnerable to break down and [unciion
other than intended Thli‘r'l;"l}}’ adversely allecting an aspect of service quality.
banagers can then identify the possible tvpes of lailures that might ocour a
those points, take preventive actions to stop lailures from happening and devel-
op contingency plans lor handling lailures that they cannot easily prevent

In this section, nine fail points related to collection management have been

24
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identilied . as depicted in the Blueprint for callection management in Figure 2.
Of the nine [ail points specilied, six were above the line of visibility, of which
four were above the line of interaction.  The activities imvolved in collection
management are people-imtensive and involve highly-direct personal encounters
which may explain why more of the actual service 15 above the line of visibility.

We believe the really critical area is where the customer and the system inter-
act.  Here we [nd [ew design principles o make the basic encounters ercor
free.

Table 1 describes the fail points during the stagres of access, delivery and ac-
guisition 1 the problems most likely to be encountered + the most possible cause
of these problems + and the [ailsaling strategies 0 be adoptled in terms of the
three interfaces of  service encounters, 1. e. , people, technology  and
mformalion.,

In muimerous service encounters in libraries, the usec's input (cog., de-
seriphion of one’s information need ) become critical to the quality or level ol
service provided. 8 [n contrast 1o most manufacturing activities, library services
are typically performed in the presence of the user, often with considerable par-
teipation on the part of the user, and sometimes initiated by the nser.  View-
ing customers as inpul 1o the service systm calls for the effective management of
their actions and coordination mechanisms o ensure the the service-customer in-
terface is managed hoth efficiently and effectively in terms of service quality, %

Many research studies are secking o identify the key dimensions of serviee

gquality.  Among these in the lorefront is the work of Parasuraman, Zeithaml

% Thomas W. Shanghnessy, " The Search for Quality, " Jowrnal of Lifrarsy
Administration & { Spring 1987 ¥ © 7.
% David A, Tansile, " Balance in Service Systems Design, 7 Journal of Business

Research 200 [ 1990 ) @ 5.
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and Berry [unded by the Marketing Science Institute which, over a period of
vears, has isolated five [actors of service quality, namely tangibles, celiability,
responsiveness, assurance and empathy. 2 To ensure thar the fail-safing
strategies developed in Table 1 have properly reflected all  the imperatives of
users’ expectations of service quality, the live dimensions of service quality iden-

tified by Parasuraman, et al. have heen thoreughly incorporated.

Aceess Stape.

During this stage, librarians strive to satisfy their customers through sue-
cesstul biblingraphic access 1o collections.  The potential fail points arise when
the users are unable to use the OPAC system to satisfy their information needs,
or face difficulties in using the OPAC system while being reluctant to seck assis-
tance from reference librarians.  Besides, when the users do ask reference li-
brarians for help, the latter may eventually Tail to sausfy the users’ information
neecs.

To preclude these failures, all three interfaces should taken into account in

@0 AL Parasuraman, V. A. Zeithaml, and L. L. Berry, " A Coneeprual Maodel of
Service Quality and lis Implications lor Future Research, " Jowrnal of Mar-
Eetig A9 0 Fall 19850 0 41 - 650+ A, Parasuraman, Valarie A, Zeithaml,
and Leonard 1., Berry, " SERVOQUAL ¢ A Multiple - [tem Seale for Measur-
ing Consumer Perceptions of Service Quality, " Jowrnal of Rewailing 64
{ Spring 1988 171 12-40+ Leonard L. Berry, Valarie A. Zeithaml, and A.
Parasuraman, “ Five lmperatives (or Improving Service Quality, " Sloan
Manwgement Rewierns 31 0 Summer 1990 1 & 20 — 3857 A, Parasuraman,
Leonard L. Berry and Valarie A, Zeithaml, * Refinement and Reassessment
ol the SERVOQUAL Scale, " Jowrnal of Retailing 67 + 4 { Winter 19913 ¢ 4
A0—51.
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developing fail-saling strategics.  According to Swope and Katzer, the major
reasons given [or not asking a librarian questions were that the users had been
dhissatislied with the past service of the libravian, the question was thought (o be
too simple, or the question was too hothersome for the librarian. @ In terms of
people interface, front-line emplovees need to be trained to he customer-oriented
while expressing positive, helpful, and friendly verbal and nonverbal behavior to
encourage customers o seck the librarian's help without hesitation.

Managers should recruit people-ariented stafl for the reference services and
other public-contact jobs, and build into them a " dositnght-first " attitude,
and then appraise them by service performance.  Conversely, the library might
even he ahle 1o exhibit some control over custormer actions by incorporating criri-
cal-thinking skills and computer literacy into bibliographic imstruction programs.

The research done by TARP indicates that one-third of all customers” com-
plaints are related to problems cansed by the customers themselves.  We do not
present this finding as a way for management to justily .[:nr_mr service but, rather,
to indicate that libraries need to develop provesses that eliminate the foul-ups
leading 1o complaints.  We need to set up hard technology and to design soli
technology to help the customer do the rght thing.  The delivery systems that
hack up the librarians must be designed [or the convenienee of the customer,
rather than for the convenience ol the library or librarians.

The best technology solutions are the ones that hide the technology behind
a clean, easily understandable information interface.  Since users do not have
any more time than do librarians to master library systems, libraries should pro
vide a detailed systems guide and costomer-oriented on-line tutorials which users

can use without the mediation or interference of librarians.

B Mary Jane Swope and Jeffrev Katzer, " Why Don’t They Ask Questions? 7
RO 12 ( Winter 1972 ) @ 161 - 6.
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Delivery Stage.

During the second stage, librarians make efforts to satisfy customers by
successfully providing physical access to collection.  The first fail point arises
when a customer cannot successfully locate needed materials personally. Fur-
{hetrmore, many would-be borrowers never check with the circulation stafl 1o
e if the book is checked out or at another location when they have been unable
1o find it on the shelf.  Conversely, when the customer dhowes aske the circulation
librarian for assistance, if the latter fails to find the item needed then another
fail point arises.

Kantor has identified four major barriers that may decrease the chance that
an itemn is available @ [1collection failure, i.¢. the library may not own the need
ed item i (Zlaceess failure, i.e. the item was owned but not avallable { [or ex
ample, it was being used by another user y' 3 [3istack maintenance failure, i.e.
a library error { for example, a wrongly-transeribed label or musshelving } 3
and (4) user failure, i.e. a user error { for example, misreading the call
number ) may prevent the item from being located, & A hook misshelved i s
bk lost, and , therefore, il:n: most important strategy for fail-safing delivery
fuilure is 1o train customer-oriented shelving staff and customer-oriented [ront-
line staff in terms of people interface.  Staff a1 1he circulation desle, regardless
of whether they are professional librarians or student assistants, pravide the pri-
mary and sometimes gole personal contact with the library user. These em-
plovees are often lim first to be encountered upon entering the library and they
operate the services most [requently used by most students and faculty.  They

@ Paul B, Kantor,  Availability Analysis, Y Jomrnad of the American Society
for Information Science &7 { Seprember - October 1976 Yor Bl
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are approached not only to cheek out books but are also requested to give diree-
lions or assistance regarding the use of the lbrary.  For many nsers, these stall
members are the personification of the library (@3

The sophistication of integrated library systems require that the circulation
staff have a broad training and understanding of the technigues and principles of
hibliographic control.  To prevent failures in locating matenials, the circulation
staff may, on the one hand, be equipped with manuals detailing the work to be
done to maintain hibliographie contrel, the reasons for the work, and possibly a
graphic representation.  On the other hand, a carefully designed traffic flow

and color-coded label and sign system may have a dramatic effect, too.
Acquisition Stage.

The processes in this stage are invisible o custoners, but indirectly such
backstage operations have an effect on the cuslomer owing to delays or dysfunc-
tion. The first fail point in this stage arises when the customer makes requests
tor purchase 1tems already held.  The next comes when the library cannot ap-
prove the order [or materials requested by the users.  The last fail point arises
when the title requested could not be purchased by the vendor in spite of being
oredered .,

A significant portion of the acquisitions librarian's time is taken up mteract-
ing with selectors/ requesters and catalogers, negotiating vendor contracts, and
dealing with sales staff from vendors and publishers.  Acquisitions librarians
can equip themselves with knowledge of business-oriented details 1o achieve ex

@1 Charles |- Hobson, Bobert T'. Moran, Ir., and Arena L. Stevens, ™ Circolas-
tion/ Reserve Desk Personnel Effectiveness, " Jowrnal of Academic Lilvar

anship 13 { May 1987 3 @ 93,



BEHEEH

44JM]

S TR 3

2306

"y T, & r Wn_-lm ._ﬂug._ = T
SO UL [T T TOLALDE DIURAER |
pue saseaja: ssand Suisn Likajing e wog uensank g g FRIANTER ..w,.,._ru_
FIAIIE  BOUIARA] iy RN sunan dopaasg TR § USSAR ISLDETTY

e B
1 pegEn) waisds (esreidde

IR IR udisagy

SPITPLUELS S01AFEE

of  wpepues B

ap

Lt gdueee w2

“Sp| s pEuosiadiaper

. ur Juneren eSS U T R )
MEBLATHIUL DU Es o asuausdea smowad
Wy GuEuass JoEp USR] u 1|4 LIS

MALATIIU] YarEaEa
y wRunoSdE  axEp
“fasnban

‘diay|
33 sulldeagl  saugesesgal
e o 1Ha3ENT)
“ESFILONEND FAYI0 il
.................................................. Ksrig o o Y
AR FUENSAD 10 JEUE LE S | AU 30 [EAEE 4 220U
TR IE Rkl RausIgIR) 338 | pojuato-2RIungEn uEa] {01 =) SUEuUEIgN Sauaaje

F[RLICI SUI[-00
PRURLIO-IRBOETID . SPLALLY . “sierBosd vonangsns
spmE suoiesado PIEOG UUNGOUS | opsnmarann oy S|THE

das-Agedas su-us dafaag Auryzois sjenlhapin)
e TE T o SRR Hoie: | Salef :
PRITFUC-IHUOERT  apluteg P ‘Sl UOEWL]
apird suonelsdao ? ' IR AISES o6 SRS
das-fn-das apraang [ Al LMY stk rfod vonmmaieg U] BT ED EIANIGIST )
“apid SRS | qyderiongg ol e
sl papEep  USisagn | PRIRRO-Tawdsns  uliseq) | gandimos aresedieai 14 -
_— B.Eﬁumm sapasas (nea] Lreig|
[AITeE. 01 Jawoisno ponmpsy | M Abenss@ dajzaag
auL|-e g1Fanbal 1Epio EALIEIGI anhiEladooa
SEL o Sglwoggns dfinnang |0 sumiels o o) ABwanes | ‘PlAY YU 3L
OTIREEIOY] AFopommgoa) _ a1doag
= SAlE8ITI)g Buges-jiE] | ]G 04,] | sy Jied _ afmg
JUNURBEUE]Y UOTIS][[07) JO SISAJEMY 110, 18 71 2[Q8L |

an



237

B B B R

T
14

i T R P R

(Fe. ft

aEhs
BpLADId |
i

W5

“lraisAs

apudd papre-sapnduoz uirsg
] 3L

FOLILC-IS R0 _Hu,_m.um_.

pie: [y papda-10jod uSisag]
‘PIERAIEL

s wapiad - Buisjags  1E%
......................... i

smmyaend sempdup dofanagg
-AN[1qrRan

e Aorod  ueD)  dopsaag)
‘a3t Furhdosnoyd

JAIIATOD SpLaoi]

‘saroaser sia ol SERy

FRLEIR)
pajE i sdngsunnpEl
suadojanap enuEEppos
aanEeradooD dajasag

sarjuolrd
smpoeds gt Aoqod
U e’ Jo JUILLEIEIS
R Ao 108 PR
_Ew_.u_w.,...n._..m.u_nmm dojass]

e Hulapogs
1nyEma mEI],

(dungaress syenbepau )
RN E

e e j0u apr] )
u,nn._n_.-.\l.._" patabl

Ty ou ALt
_BI0JIEY ORI

papRaL LSELIIOIT 310
Lypnpsd0aans . | WEa 1SWnkEng)

Fd

Asatac]

—EMrErzodd LI SISt
srgderdorqe ol EITES
Fupunp-feenua Bedodioon

“du spembapiul

SIDLEDEN T

Ha1eas A Ui
) ISIEIED ssapond wilisag]
...... L
[ELmEw P W)

“gare1qi] anteiedood

o swaisds 20 L Aenaleny

FUEIFESG)] Fpualagil 0
sdpapnory elgue 20mEyul
\[ALEE 210
O S|IHE M SUBLTEIGH
aauaIRpaL [T

SULEDN] FIATAE
Jo eauds 3y gty

JEBIGT
saunog

Wy Ag powssun

Spdo DOTIEWLIH
5 AR ..”.mm_.__m.w
L UBLEIGY  SOUlEy

£d

FEAN

[ECETREH TR s A |

Adojouygaa |

sjdoag |

1

saiBayeng m_qmm.._.m_um

_

Lapg L]

sjutad jie

agmng

{ panunund) EuEﬁwunF :cuuu:.uu 0 S18A By S3U10,] [IE] 5] 2UEL

31



44411 85461

{ SCHT AR 3

238

“sjesipod sipdesBongig
upmiEp  [EneEn  dofasscg
Tupeso] [EusE
Loy 1sapEaea sseoead dojasary

FRIBPIRLS _H_._.h @
1 pied wesks |esreadde
aauEUIoad uBiEHg
SPAETIELS AR
o) spapuEs Suuny o ¥un
e E
JSIO-EN-I-0p, B plng

IEHGIEY
30 prapasl SjEERIEL pUT
1Um SuRMERIGH  UOLEINIR)

94

EIS UG
PRIMEIF-FAREN iR

‘TuaRAs U
PUE [308] PRpoa-10j20 BEsa
PRI e TuLagans
soupwiopsd  BuiaEays e | poleaue-1nmeIsn urEs] JUNJIEL HOURIAINIEL IR
.................... G e B it
LIGIEPUBI  WibW JERIEGS apgderBogy  ojus  SyjEeE
peopwop.  tagsp  wisacg | Bucqegi-Ednay aresodion ] SEOANE UDIIEND)
FPIEPIEELS AAALRY
1 ey wisgsds pnadde
asupunopad s
EPIEPUE]S DOLARIE
ol SPIEUELS - BULTY  §uIg
et
R B M L
‘]| (eoasradiang
w Juluren  onEwssis RIGEE RN
Es supuen | o sowsisdxe  stooand
EN I T W | Ay pRRLEILE JUGENT)
“iosanbaag RIS TR A ARG
BEM Ue E52g pEs Funpsyos e SUEUEN  DOnEnaa]
...... il it B N T

A i [RALLIE @) E9iou
00 Op SUELER] UOIM|na)

I3 SUBEIRIGL o
Hi |, Lt LIesng

oA

ELOL] RO fuLg

Afojougoa )

apdos,]

Sa[d=1RNE FOTpes-[IE.]

{ panayeod) JEIMIIERTETY UDLIA[[0]) JU

e LA

symad e.g

PERHETY

oFey

sisdjruy SIU0g [l ] apge L

3



254

e I A A L o

HEE B T

| EanEnLng s wpas SlEnfRAT

rzaeas angdesSoy gy
sy

sganard  19%

i
|

Lopuin U0 PISEQ J3PI0 338
-dappenb aaades wo pasg

I
SUGIESINGOE  J0 H[IAER
PRIUSLIO-SSRUTENG W U]
e e
u Fuuen aneweEiy
sragsejgad
[FHY diyssauped
Jo  digsmonein dojsseg
S1y s [EuCsradazn
m N aneuEds

‘ganqug] AERIQET

SO

sy paanbal  s{ERSEW

& amymend v saEa |
i

SAEAIELS BUEE-|1E]

“spsad ..«.Emu__.u._— i drysasyied
yroge  Sunumpr psyqesg (g0 dyseenel  dojpaag AT} BPEA |
Wﬂh.g.l_ - 1
ungu|ikg PUE seEEaal ssead
Bursn Aoped wmndagasap ‘S[IgE EUGsIadlanar G| aA D U0NI2F] |00
rojjaagea JHFIERY ui Funsesy  amesAg | ko Axped B gssaw g usaog)
PPN o VL LA e Pl R rreiats o e b rea et e e b e e g e i A SR LR o ._“_ et s e e s 2 ki .ﬁ__ ﬂ_m.._mﬂ._._wun:
|ELaEL A Lapg
.vvn_"v,up._.._n_u_.._n TUEY  mRsgu) -uopsnbay
saapl ASEpOEIL Uik LalELIOT ; nespen
ey ssanba; 3000 uBiseq el i o
u Bumey  MaEmEAg
o
“SIRpIT 0 sucmpsmbor J0 SfIERp
w0 pAE(nTal-[asn UBse] | PAINSIMG-EELLEN] umiy, sturapgoad 120png ]
| N . walizagea
| s puosisdiait 4 PR wanbas
sisnoy fwn Humien  onewasis Gpie U OSIEUI LRI
[SUTEYD  SWOHEI MGG -Sanpod o
uEIFEna wiisae | asegind  menpcdug dajpang
TOIETIIORT ARoy0Tgoa ] ajdoay
= B B WO, sy jreq 2dely

(panugues) JusUIBRUETY Uonaaf[e;y Jo SIsAjeuy sjumg |16 S [IqRL




240 £ bR 4481 85F6H

cellence in their daily work. With regard 1o technology imterface, what may be
maest important is the design of well-regulated [lows of orders, since this pro
vides & constant work load and ensures that lunds are expended in an orderly
[ashion during the [iscal vear,

Maoreover, in order 1o keep the customers making the requests fully in
formed about the flow of orders and incoming materials, constant communica-
tions channels may be developed to immediately communicate o the people

making the requests the status of orders.

Conclusion

By displaying each process or workflow in a logical and visible format, the
managers can get much benefit from service blueprinting.

Une of the greatest benelits of blueprinting is educational.  When librari-
ans atlempt to blueprint a service H}-‘.‘Stﬂm.q they are forced to learn more about
that system and are foreed to face up to bow little they actually know about the
functioning of the entire system.  Blueprinting also draws librarians into learn-
ing and thinking aboul appropriate techniques for visualizing, mapping and dia-
gramming processes of all kinds + @D

Next, blueprints have an equally great benefit in managing and planning
services on a day-to-day basis.  Blueprints provide a way for a group of people
to communicate and share knowledge, debate and refine their understanding,
and prioritize and focus their efforts by having a visible " map ™ as a relerence
point. ¥ Ultimately, the real advantage may lie in the ability of serviee
blueprints to communicate the details of a service in a way that is efficient, in-

i Shostack, " Understanding Serviees Through Blueprinting, " 87.
@ Shostack, “ Understanding Services Through Blueprinting, " 89.
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telligible and useful to managers at all levels in service organizations.  Serviee
blueprints simplify the complexity associated with a service by systematizing it,
ar hy revealing systems which are otherwise invisible.  Traditionally, service
delivering processes are communicated by means of verbal and/or written de-
seriptions.  Shestack figured out four risks associated with using words o de-
scribe a service, namely oversimplification, incompleteness, subjectivity and
subject o interpretation. #%  Among these, incompleteness and oversimplifi-
cation can be diminished by blueprinting because librarians find they are unable
to complete a blueprint without substantial research.  Blueprints also bring bias
and interpretation issues to the surface, since the blueprint provides a mecha-
nism for unearthing every pece of information needed to manage a service effec-
tively, and blueprints can be copied, mailed, critiqued and improved by related
peaple without losing eritical information and without lesing objectivity. )
When a service svstem s thus revealed in objective an_d explicit terms, manage-
ment is in a position o make a ratiomal choice about how the process is to he
structured to creste the serviees desired by customers.

Thirdly, blueprinting is customer-ariented in nature. A well-constructed
blueprint provides a bird’s eyve view of the overall service delivery process, and
displavs the major elements of service, showing the principal interactions with
custormers/ users and a plausible sequence in which they might take place.  Such
a diagram is very helpful for clarifving the elements of the service, preventing
important but subtle processes [rom being overlooked, and allowing the librari-
ans and the customers to obtain the same view of the service system. The dis-
play of processes can also promote good management of the service delivery sys.

tem by pinpointing vague workflows or unclear processes, and identifying po-
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tential fail points and designing fail-safe procedures to avoid their occurrence,
thus ensuring the possibility of delivering high-quality service.  Most impor-
tantly, service blueprints depict the service system in a way that enables em-
plovees i all parts of the library o identify how " what 'I" do " contributes to
serviee quality and customer satislaction overall.

Finally, blueprinting significs the nature of integration and interrelation-
ships within the service system.  No part of the library system stands alone.
Every part 15 mterrelated with other parts of the system.  Every part affects
and is affected by the entire dynamic structure.  Blueprinting [acilitates the es
tablishment of rational connections between seemingly unrelated operating activ
ities, so that the causal relationships that organize and govern day-to-day service

operations are made explicit.  Through blueprinting, all parties involved in ser-

vice delivering public services librarians, technical services librarians, and
AT ETS ~can become mereasingly aware of the intricacy and complexities
of a service svstem, finding common gl'c;und for communicating and sharing
knowledge across functional and organizational lines on an engomg basis, in or-

der to help improve decision-making and service quality.
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