BUDGET PROCESS DTF REPORT AND PROPOSAL

HISTORY
The Budget Process DTF was constituted by the Library Management Team in December of 1978
in response to a number of questions about how budgets should be developed under the new
management structure in the Library. Previous to implementation of the Management Team
in the summer of that year, budgets had been reviewed and modified in meetings of all
Library Budget Unit Heads. Since Budget Unit Heads no longer met as a group, there was
some confusion among some Library staff as to how library budgets were going to be
developed in the future. The charge to the Budget Process DTF was to "define the budget
planning process in the Evergreen Library with specific attention to the role of the
Budget Unit Heads in that process."

People appointed to the DTF included the Library Associate Dean, the Library Budget
Coordinator, one Budget Unit Head and three Library staff members from various areas.
Two of the staff conducted interviews of other members of the Library Group, and from
these, drew up a list of key issues to begin discussions. This report is the written
summary of approximately two monthsdiscussions.

ASSUMPTIONS
There are several assumptions containmed in this report that need to be pointed out from
the beginning. One of the biggest is that the process described herein is based upon
the present economic situation of the college and the state. Meaning that these are
austere times of no—-growth budgets that leave little room for developing new projects
or services. The base of each new budget built is the one presently being administered,
with slight adjustments here and there.

Another assumption contained in this report is that the budget process described herein
cannot be administered rigidly. What we recommend as a process are really a series of
guidelines that need to be re-—examined periodically. There are at least three major
reasons why a budget process needs maximum flexibility. One is that the Library budget
process is greatly at the mercy of external influences, such as directives from the
President, schedules from the Business 0ffice, orders from the Governor, etc. Two, is
that much of the success of the process depends upon the persons involved, and therefore,
must change as the people do. Third, that a process of building and administering a
budget is inherently a fluid, on-going one. Accordingly, when a situtation arises that
requires alterations to the proposed process, by all means, alter the structure to meet
the situation in whatever way makes sense. In this report, we present a specific process
based on present reality, but we alsoc suggest that it is more important to follow the
spirit of the report rather than the letter. To make that easier, we list below the
important guidelines to be followed for an efficient humane process.

GUIDELINES
1. Choice of Involvement: Any budget process designed for the Library should include
several levels of involvement for people to choose among. The DTF began with the
belief that most people in the Library wanted more involvement in the budget process,
but scon found out that this is not true. Some did, some didn't. Some even wanted less
involvement than was expected of them -- this was the case among several Budget Unit
Heads. 1In fact, a lot of the confusion about the role of the Budget Unit Heads was
cleared up for us by the discovery that not all Budget Unit Heads were interested in
working with the budget other than drawing up one for their own area. This made it
possible for us to see that those Budget Unit Heads who were requesting greater involve-
ment in the budget process should be welcomed along with other Library Group members




who wanted more involvement, rather than thinking that there was something unique to
the job which mandated the involvement of all Budget Unit Heads in Library-wide policy.
There must be room in any library budget process for people to choose to not be involwved.

2. Quality ratber than quantity involvement: Another important guideline to any budget
process is to place more emphasis on structuring meetings so that they will be

maximally productive rather than frequent. Scheduled Library Group hearings, presenta-
tions and discussions should be frequent enough to keep people informed but, even more
important, meetings which are called need to be well planned and well prepared so that
participants have a sense that their involvement is indeed important. Otherwise, people
conclude by making uneducated contributions which are, in s=rme cases, more frustrating
than making none at all.

3. Open meetings: When possible, the Budget Process DIF endorses the concept that all

budget meetings should be open to Library Group staff, regardless of classification.
The rare exception would be meetings where RIFing questions need to be addressed to
avoid rumor-spreading or panie. It is, however, up to the group holding the meeting to
decide whether to treat other interested parties as observers or full participants. For
example, if the people in User Services want to attend a meeting to review the Media
Services draft budget, they could, but, the latter group should decide whether to let
the former present arguments either in favor or against a certain item, or whether to
ask them to just listen to the arguments presented by the people whose budget was under
review. We endorse this because we feel information should be free and easy to obtain
by anyone interested at any level at any time, but that groups also need uninterrupted
times to get work done. The proposed budget process and any Library budget process
guarantees that a Library Group member can air his or her opinion about all levels of the
Library budget at one time or another. Therefore, it seems fair to make it impossible
for any Library budget process to break down due to "fillibusters" by people seeking to
further the interests of their area at the expense of the interests of the Library as a
whole.

4. Budget making is not consensual: Any successful budget process must leave room for

people to really be heard about their concerns and opinions. On the other hand, if
budgets were left up to consensus, they wouldn't get done. Since we all want more of the
resources than are available, the attached budget process allows for maximum participation
while identifying certain individuals, mainly, the Area Coordinators and Management Team
as responsible for making "hard decisions" in the face of conflicting interests.

RECOMMENDATIONS
With the preceeding in mind, we make the following recommendations:

1. That the proposed budget process, as defined under our sections on scheduling and
structure (narrative), scheduling and structure (visual), roles and sample budget,
be adopted as Library Policy and Procedure.

2. That the Management Team develop further policy on RIFing as it applies to the
Library. This seems to be a separate, complex decision-making process apart from.
but tied to the budget.

3. That the Management Team develop a list of priorities of Library functions and services
for use in making budget decisions. (This has already started - Ed. Note)

4. That the Budget Coordinator be given support for developing meeting facilitation
skills, including encouragement and further training, to maximize his/her talents.

5. That the Management Team examine and update the Budget Unit structure in the
Library to ensure that the person responsible for the functioning of the unit is
the Budget Unit Head.
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BUDGET PROCESS -- SCHEDULING AND STRUCTURE (NARR:‘\T_I_".._F_E-'J
The process of creating and administering a Library budget is 4n ongoing one and should be
treated as such. During the entire year, the Budget Unit Head and the staff of each area
should pay attention to the budget presently being administered, take notes when they
identify changes in spending patterns and costs. In particular, they should notate
trends in inflating or deflating prices of supplies and services, or any unusual expense
incurred which would not be expected to repeat in the future. At the same time, each
area should be thinking about what services they provide or work they do which they
could eliminate, and which new services need to be provided.

This information should be assembled from February through M ay of each year. During
February and March the staff from each area should sit down and update the established
priorities of the area and make decisions about cutting or adding services in the area.
In doing so, the staff need to consider the larger context within which they work by
consulting the established priorities of the Library, academics and the college. After
coming to an understanding of area priorities, and after compiling cost research from
the past year, the staff should be able to pull together an accurate budget proposal
for their area for the upcoming wyear -- including both a budget for day-by-day main-
tenance of the area and a prioritized list of one-time, large expenditures of funds,
This information should be forwarded to the appropriate Area Coordinator

During the last half of March, each of the Area Coordinators and the Library administra-
tors should work through all of the budgets in their area. They should be checked against
established priorities and compiled into one, large , prioritized request. 1If this
involves cutting back any of the area proposals, the Area Coordinator needs to meet

with the affected persons to present his/her thinking and to provide an opportunity

for dialogue about the change. The Management Team must review and update the Library
priority list to correspond with changing College needs.

By the beginning of April, the Area Coordinators should present their budget requests to
the Management Team to combine inte a full Library budget. For the balance of the
budget process, the Management Team should be joined by the Budget Coordinator and the
Associate Dean. Beginning in May, this combined budget will be scrutinized and refined.
Everyone's opinion shall be considered, be they from Library management, Library staff
or people from outside the Library. All changes in priorities, requests, etc. should
be communicated to affected members of the staff as soon as possible after the changes
have been decided upon. In addition, the Management Team should arrange at least one
all-Library budget hearing where the proposed budget is presented in total and in a

way that does not intimidate people with little or no exposure to the budget process.
This hearing should serve the dual purpose of informing all members of the staff about
current developments and giving them the opportunity to review and comment on these
developments.

When the Library budget request has been finalized internally, it should be presented

to interested pecople outside the Library for their comments. During the preceeding
part of the process, individual items may have been presented to certain external
Library people for approval or comments, but now the final reguest as a whole should he
discussed with key external people, as determined by the Associate Dean. The idea is

to complete the groundwork to ensure smooth presentation at College-wide budget hearings.

A more refined schedule of dates should be drawn up each year by the Budget Coordinator,
after the Library has received directions from college and state officials as to that
vear's requirements.







