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Why we need a stock management policy

The quality of our bookstock is a critical factor to our success in attracting readers and providing them with the service they want, so it is vital that we choose books wisely, look after them well, and make sure that they are used fully.   Every library faces this issue, but it’s all the more important for us, because we can acquire so few books, and production is expensive.

There is no single, correct answer about what we should have in stock, or how we should go about managing the process.  However, we believe that we should be accountable to our Council, to our readers and to visually impaired people in general.   Our processes should also be clear to everyone interested, not least to the staff involved.

We believe that we have a responsibility

•
to meet the expressed and unexpressed needs of individual readers

•
to attract new readers

•
to reflect the culture at large

•
to develop reading

•
to encourage diversity and equal opportunities

•
to meet the special interests of visually impaired people

At the moment, the Library provides reading material as physical books in braille and Moon, but much of this policy will apply equally well when texts can be obtained, stored and 

delivered electronically.

How we will decide what books to put into stock

We want to serve the needs of all our readers fairly, so we aim to offer a balanced range of titles, reflecting the choice available to readers in general, in libraries and in bookshops.  We will not include or exclude books on the basis of our own personal likes and dislikes.  We will keep within the law, but we will not reject books on the grounds that they may offend some readers.

We will attempt to identify unexpressed needs and balance them with well-expressed needs.  We will do this by:

•
carrying out regular market research, including special interest groups, such as teenagers and learners (Development Services)

•
taking suggestions from readers (via Reader Services)

•
taking suggestions from a Stock Planning Committee (a sub-group of the Advisory Committee)

•
bench-marking with other organisations such as bookshops and libraries (Book Services)

The stock development plan
The annual stock development plan will comprise an assessment of what we want; an appropriate budget; and an understanding of what we already have.  The plan will have two parts, (i) existing stock, and (ii) acquisitions.

(i) Existing stock

The main objectives will be to gradually weed out books in bad condition and surplus copies.  The remaining stock will form the basis of collection development (see below).  Secondary objectives: to make sure that surplus books are offered to the gift programme, and that a reserve stock is kept of historical and valuable works.

(ii) Acquisitions

There will be four streams of work.  The first three streams are concerned with books produced by NLB, namely popular titles; collection development; and books that widen readers’ choices.  The fourth stream consists of purchases from other braille producers (and might in future also include texts in electronic form).

Each NLB production stream will have clear goals and objectives. 

•
Popular works - to meet expressed demand, likely to be brand new titles, eg. popular authors for adults and children, sequels, TV/film/radio tie-ins, best-sellers, Booker prize-winners, books about or by VIP, classics, popular non-fiction, annuals, replacement copies.  50% of selected titles (currently six titles per month). 

•
Collection development - to create quality collections in specific areas or for specific kinds of users, filling gaps, with recent but not necessarily the newest titles.  We will decide annually how many and which areas should be prioritised.  Could be very suitable projects for fund-raising.  Suggest four projects for the first year including biography and science fiction; 25% of  selected titles, ie. 9 titles for each topic.

•
Books that widen choices for adult and younger readers.  Recent but not necessarily brand new titles.  Sub-categories will include: first novels; new non-fiction subjects; books for a male audience; trendy books for young people; gay/lesbian, black British and black US writers; science fiction; foreign literature and translations; poetry; and books from community publishers.  Will comprise 25% of selected titles, ie. 9 titles per quarter.

Selection of books from other producers will depend on what they are producing, but we will hold discussions with them in order to influence what is available.

Management of the acquisition process

(i) Selection

Each stream will be managed differently. 

•
Popular works - frequently want fast track production of 3 - 6 copies.  A team of one or two staff with expert knowledge of readers’ needs, led by Reader Services Manager, read advance notices in Bookseller, best-seller lists; select monthly.

•
Collection development - one or two copies at standard production speed.  Small short-lived project teams (including readers) with specialist knowledge; research as necessary.

•
Books that widen choices - often require fast track production of one or two copies.   A different team of three staff with wide experience of books and readers, led by Book Services Manager, pick a few categories for selection each quarter; look at catalogues, visit bookshop.

•
Books from other producers - Reader Services Manager will select from Spotlight, High Browse, NLS, etc.

The Book Services Manager will be involved with all teams to make sure that there is no overlap.

The Book Services Manager will liaise with Talking Books and Calibre, and we will agree a policy on what to do if books are already available as cassettes or talking books, ie. in what circumstances there is a strong case for producing the title in another format, rather than producing one which is not already available.

Individual readers’ requests will be considered in the light of the overall objectives, and answered by the Reader Services Manager accordingly.

(ii)  Supply

This process will be used for all acquisitions, including purchases from other producers, gifts (published and unpublished), swaps and our own production.

The Production Department has agreed a service level agreement to meet our needs, including: standard or fast track production; multiple formats; multiple copies; ability to find creative solutions to complicated layouts; and regular progress reporting.

We will save time in obtaining print books for production by buying them, in paperback where possible.  For the time being, we also need to contact publishers to ask for copyright permission.  (In future, we will negotiate directly with publishers to obtain source material as electronic text.) 

Number of copies for initial stock has been suggested above.  If more than three readers are waiting for a book, an extra copy will be ordered.  We will monitor use, so that surplus copies can be weeded at the appropriate time.

Maximising use of stock (new and existing titles)

(i)  Delivery 

At the moment we are mainly concerned with supplying whole books on loan; in future, this policy could also apply to delivery of bits of text, or electronic delivery of full text.

We will review whether to promote sales, especially if (in the short term) this is at the expense of putting books into stock.

(ii)  Promotion

In line with feedback from our recent readers’ survey, we will produce a new monthly magazine with information about books that have recently been added to stock, including reviews.  It can also be used to publicise our annual plans and selections in process.  We will strengthen our range of short booklists by choosing popular subjects and updating them regularly.

We will also produce a leaflet for readers explaining our policy on stock management, including book selection.  The pack for new readers will include advice on how to make suggestions and requests.

(iii)  Storage

Storage space in the library will be arranged so that books are not damaged, staff can find titles easily, and are not carrying heavy books further than necessary.  We are currently auditing the stock, and identifying needs, in order to re-organise the layout.  A reserve stock will be created for unique and valuable items.  The Book Services Manager will “own” and authorise use of the space.

(iv)  Encourage faster turn-around

We insert a small note in popular books to draw to readers’ attention that they are in heavy demand, and we prioritise overdues for reserved titles.  We will also consider introducing shorter loan periods for popular books.

(v)  Reduce number of books out of service

We will agree criteria for repair and rebinding.

Feedback

We will evaluate whether the new stock management policy is working, both in general terms and also at the level of the annual plan.  A new computer system will help to provide quantitative data about use of stock, numbers and types of readers, etc.   Qualitative feedback will be provided by regular, small-scale reader surveys, by focus groups and by monitoring readers’ letters.
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