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[The o b j e c t i v e s of budgeting the a t t r i -
butes necessary f o r a budget , and the f a c t o r s 
to be considered in t h e formula t ion of a 
budget a r e b r i e f l y mentioned. The d i f f e r e n t 
types of budge ts , and a l l o c a t i o n of funds to 
d i f f e r e n t budgetary i tems i s d i s c u s s e d . The 
methods t h a t can be employed fo r determining 
the annual f i n a n c i a l r equ i rements , for e f f i -
c i e n t end e f f e c t i v e l i b r a r y s e r v i c e in a 
s p e c i a l i s t l i b r a r y a r e given] 

0 INTRODUCTION 

l i b r a r i e s and documentation c e n t r e s a r e e s s e n 
t i a l l y n o n - p r o f i t making s e r v i c e o r g a n i s a t i o n s , a t t a c h 
ed to one i n s t i t u t i o n or a n o t h e r . Their f i n a n c i a l 
plans were p a r t of the genera l budget , and as such t h e 
l i b r a r y s t a f f were exempted from prepar ing t h e i r 
budgets . However, with the r e c o g n i t i o n of the f a c t 
that a budget was both a f i n a n c i a l plan as w e l l as a 
cont ro l mechanism, i t has become e s s e n t i a l f o r l i b r a -
r i e s to prepare annual ly l i b r a r y budge t s . To begin 
with, t he budgets gene ra l l y r e f l e c t e d o b j e c t s of expen
d i tu r e — such a s , s t a f f s a l a r i e s , documents, e t c . 
It was more an "On What" budget . The purpose of the 
expenditure was pure ly a secondary c o n s i d e r a t i o n , and 
sometimes, i t did no t find a p lace in the budgetary 
s ta tement . But wi th growing concern of c o s t s , t h e r e 
developed a tendency to e i t h e r reduce expendi tu re or 
to j u s t i f y what was being s p e n t . In t h i s s i t u a t i o n , 
the l i b r a r y was hard h i t and was subjec ted to f requent 
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budget cuts, as it was considered essentially a non-
profit making organisation. This put considerable 
pressure on the librarians to justify the expenditure 
incurred on the libraries. It was surprising that 
they came out with plans which justified effectively 
the expenditures, which made Townsend observe "A 
tight budget brings out the best creative instincts 
in man. Give him unlimited funds and he won't come 
up with the best way to a result. Kan is a complica
ting animal : He only simplifies under pressure. Put 
him under some financial pressure . . . then he will 
come up with a plan which, to his own private amaze
ment, is not only less expensive, but also faster 
and better than his original proposal which you sent 
back!" (17). The outcome of such an effort was Pro
grammed budgeting, a method which is largely used in 
USA, and some other countries of the world. 

01 Scope of the Paper' 

In this paper, an attempt is made to present 
the objectives of budgeting, the factors to be con-
sidered in the formulation of a budget, different 
types of budgets, and the methods of financial esti-
mation for budgeting. 

I DEFINITION AND OBJECTIVES OF BUDGETING 
II Definition 

The term 'Budget' has been defined in various 
ways: 

1 A budget is a financial statement of the 
estimated revenues and expenditures for a given period 
of time (13, 18). 
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2 A budget is not only a f inanc ia l p lan , but 
a forecast of the means of carrying the plan in to 
e f fec t , a current guide, cost summary of ope ra t ions , 
and h i s t o r i c a l record and basi3 fo r the formulation 
of future policy (20) . 

3a A statement of the f inanc ia l pos i t ion of a sove-
reign body for a d e f i n i t e period of time based on d e t a i l -
ed estimates of planned or expected expendi tures dur 
ing the period and proposals for f inancing them. 

3b A plan for t he coordinat ion of resources (as 
of money or manpower) and expenditures covering a 
def in i te period of t ime. 

3c A plan of the amount of money a v a i l a b l e , r equ i red , 
or ass lmed to a p a r t i c u l a r purpose (19) . 

The import of these d e f i n i t i o n s br ing to l i g h t 
. the fact t ha t the budget apar t from being a f inanc ia l 
plan of the estimated revenues end expenditures for a 
given period of t ime, is a fo recas t of the means of 
carrying the plan in to effect and bas i s for the expen-
d i tu re s , and a lso is en i n d i c a t o r of the amount of 
money assigned to a p a r t i c u l a r purpose. 

12 Objectives of Budgeting 
The object ives in preparing a budget a r e : 

1 To present a statement of estimated revenues and 
expenditures — financial s i tuat ion — for a given 
period of time; 

2 To serve as a plan for the eff icient end 
effective coordination of resources and expenditures 
during a particular period of time; 
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3 To present d e t a i l s regarding the services 
tha t are to be given at a future da te ; 

4 To serve as a basic f inancia l control mecha-
nism; 

5 To serve as a device for evaluating r e s u l t s ; 

6 To serve as a ba r r i e r for unwise expansion (3): 

7 To serve as a forecas t , of the means of carry-
ing the plan into e f fo r t , a current guide, cost summary 
of operat ions , e tc (20) ; 

8 To serve as a tool for the management; 

9 To form the basis for the formulation of 
future pol icy . 

13 At t r ibu tes Necessary for a Budget 
1 F l e x i b i l i t y and e l a s t i c i t y to meet the challenge 

of change. 

2 Simplicity of procedure for budgetary cont ro l . 

3 F a c i l i t y of effect ive communication of the 
object ives of the budget among the people who are 
going to execute the plan. 

14 Factors to be Considered in the Formulation of a Budget 
In the formulation of a budget for a s p e c i a l i s t 

l i b r a r y , the following factors have to be considered 
as they have e i ther a d i rec t or an ind i rec t re levance. 

1 The type of o rgan isa t ion—indus t r ia l , research — 
of which i t is a p a r t ; 
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2 The s i z e of the o r g a n i s a t i o n ; 

3 Whe the r the l i b r a r y budget is independently pre-
pared or whether i t forms p a r t of the genera l budget 
for the o r g a n i s a t i o n ; 

4 The type of users of l i b r a r y s e r v i c e ; 

5 The document c o l l e c t i o n ; 

6 The se rv ices offered by the l i b r a r y , e t c ; and 

7 Adherence to budgetary plans un les s otherwise warran ted . 

2 TYPES OF BUDGETS 
In a s p e c i a l i s t l i b r a r y , t h r e e types of budgets 

are p o s s i b l e . They a r e : 

1 The revenue and expense budget; 
2 Capi ta l expense budget; and 
3 Balance sheet budget . 

21 Revenue and Expense Budget 

This budget is a s ta tement of es t imated revenues 
and expendi tures for a given period of t ime, say one 
year . This may be considered as the- opera t ing budget 
of the l i b r a r y which shows the annual r e c u r r i n g expen-
d i t u r e . This would include expendi ture in r e l a t i o n 
to stf;ff s a l a r i e s , documents, such as books, pe r iod i -
c a l s , e t c , equipment ( t h a t which is no t a pa r t of capi-
t a l expendi ture) ,and other expendi ture , such as bind-
ing, p r i n t i n g , d i s t r i b u t i o n o f documentation l i s t s , e t c . 

I t should bo noted he re , however, t h a t provis ion 
should be made by the Management to a l l o t the unspent 
amount in an year as en add i t i on to t h e normal a l lo tment 
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the next year. However, t h i s should not in any way 
deter the efficiency, by caking the l ib ra ry s taff slack 
Further, i t is desirable tha t a separate l ibrary 
account be maintained to prevent l ib ra ry fund being 
diverted to purposes other than l ibrary purposes. 

22 Capital Expense 3udget 

The capi ta l expense budgets are of the non-
recurring type 6ince i t ens in t h i s budget do net find 
a place in the annual budgets. They nay be considered 
as part of long-range plans of the organisation. The 
items included under th i s are the costs in re la t ion to 
buildings, furniture and equipments which are considered 
as a s se t s . Though books, per iodicals , and other 
publications can be considered as a s se t s , they a rc 
not included under Capital expense budgets because the 
cost incurred en thorn is of the recurring type. 

23 Balance Sheet Budgets 

Balance sheet budgets are those t ha t give infor-
mation pertaining to the amount spent, and the rmount 
s t i l l available for use for achieving par t icu la r goals 
on a s t a t e d a t e . In other words, it can be said that 
these budgets serve as aids in the management of the 
operating and cap i ta l expenses budgets. 

3 ALLOCATION OP FUNDS IN A BUDGET 
31 Standards for Allocation 

In the preceding Section, the items of a budget, 
depending upon the type of the budget, have bten enu-
merated. Broadly speaking, they may be c lass i f ied under 
three heads — staff s a l a r i e s , documents, and other expendi 
tu res . The question often asked is as to what should be 
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the a l l oca t i on fo r each of t he t h r e e :major items — 
tha t i s , what proport ion of t he t o t a l annual budget 
should be a l l oca t ed to each. On the b a s i s of a survey 
conducted in USA on s p e c i a l i s t l i b r a r i e s , Leonard 
found tha t about 67 to 72 per cent of t he t o t a l budget 
was a l loca ted to the s t a f f s a l a r i e s , about 25% on docu-
ments, end the remaining on o the r i tems of expendi tures 
( 7 ) . In an Asl ib survey (1) conducted as ea r ly as 
1960 in UK on S p e c i a l i s t l i b r a r i e s , it was found t h a t 
the expenditure on s t a f f s a l a r i e s was about 76% and 
tha t on documents and o the r expend i tu res was as low 
as 24%. Barbara Kyle has suggested a formula, wherein 
she s t a t e s t ha t g r e a t e r the propor t ion of P e r i o d i c a l s 
and Services to the books, t he h igher w i l l be the pro-
port ion of s a l a r i e s to the whole budget ( 6 ) . In I n d i a , 
unfor tunate ly , the pre por t ion i s j u s t the . reverse with 
s t a f f sa la ry be ing 25% and the expense on document' 
e t c , being 75?'• However , the s i t u a t i o n is g r adua l ly 
improving. Though the i d e a l in I n d i a would be 60% on 
Staff , and 40% on documents, e t c , perhaps a 1:1 r a t i o 
would be s a t i s f a c t o r y . Between documents and o ther 
expenditures (b ind ing , p r i n t i n g , e tc ) in en annual 
budget, the r a t i o should be 4 : 1 . In o the r words, t he 
proportion should be S ta f f 5: Documents 4: Binding, 
etc 1. For a model of t he Annual Budget, See Sec 
? of Paper G , submitted to t h i s Seminar ( 1 2 ) . 

32 Allocat ion of Funds for Documents 
321 Equitab1e d i s t r i b u t i o n 

On the ques t ion of a l l o c a t i o n of funds f o r docu-
ments, there seems to be a l o t of c o n t r o v e r s y on the 
methodology to be adopted. However, one point of common 
agreement is t h a t funds should be e q u i t a b l y d i s t r i b u t e d 
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to the different d i sc ip l ines or areas of i n t e r e s t , 
as a l loca t ion should primarily be governed by the 
needs of the c l i en t e l e and the co l lec t ion . Further , 
within a pubject, a major proportion of the amount 
should be allocated to micro-documents such as per io
d i c a l s , technical r e p o r t s , e t c , and the remaining 
port ion to macro-docurrents. On the whole, in a specia
l i s t l i b r a r y , about 70% of the document fund are 
l ike ly to go to the pe r iod ica l s , as indexing and 
abs t rac t ing periodicals a re cos t ly . In order to 
der ive maximum benefit from the document co l l ec t ion , it 
is des i rable that the spec ia l i s t l i b r a r i e s in a region 
follow a policy of cooperation and coordination in 
document se lec t ion and acquis i t ion , apart from l ibe ra 
l i s i n g in te r l ib ra ry loan f a c i l i t i e s among themselves. 
This would necessari ly imply the maintenance of an 
union catalogue among the pa r t i c ipa t ing l i b r a r i e s . 

322 Responsibil i ty in the u t i l i s a t i o n of al located 
f u n d s 

The responsibil i ty__of_uti l isation of al located 
funds r e s t primarily with the l i b r a r i a n s . I t i s 
unfor tunate , however, that many a l i b r a r i a n shirks 
from exercising h is r e s p o n s i b i l i t y . This is essen
t i a l l y a decision-making process and involves con
t r o l of select ion pol icy . On the other hand, if 
t h i s is l e f t to the spec i a l i s t s concerned, i t would 
mean spec ia l i s t control of se lec t ion policy. Mul le r 
(11) supports the l a t t e r view as he feels tha t 

1 Apportionment ensures the obtaining of an 
evenly d is t r ibuted and well rounded document 
col lec t ion; 
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2 There would be a c t i v e p a r t i c i p a t i o n by t he 

u se r s ; and 

5 It provides a safe-guard aga ins t unreasonable 
demands. 

Bach, on the con t ra ry , f ee l s t h a t these a r e 

the very reasons why the l i b r a r i a n has to assume 

r e spons ib i l i t y in expending t h e document fund ( 2 ) , 

since h i s experience snd knowledge of s e l e c t i o n 

t o o l s , the needs and l e v e l s of t he c l i e n t e l e and 

the col lec t ion would stand him in good s t e a d . Schac 

(15) a l so holds a s imi la r view, and observes t h a t 

Program budgeting is b e t t e r than the t r a d i t i o n a l 

budgeting which focuses on o b j e c t s of expendi tures 

and is marked by a t t i t u d e s of i n e r t i a and con t ro l l 

However, it should be mentioned here tha t no per-

fect or s a t i s f a c t o r y formula for d i v i s i o n of funds 

i s a v a i l a b l e . Hence , i t i s suggested t h a t document 

funds be expended on the b a s i s of a s e l e c t i o n pol icy 

arrived at by t he l i b r a ry with t he a id of s p e c i a l i s t s 

and not vice ve r sa , 

4 STANDARDS FOR BUDGETING 

The ind i r ec t r o l e played by Standards of l i b -

rary science and documentation,, in the prepara t ion 

of a budget in a s p e c i a l i s t l i b r a r y needs no 

emphasis, as i t is qu i t e obviou3. The s impli f ied 

staff formula used in es t imat ing the s t a f f r e q u i r e d , 

the standards adopted in es t imat ing t h e furniture-

required for the co l l ec t ion and. s t a f f , and the 

standards used for ca l cu l a t i ng the space requi red 

to house the co l l ec t ion and the s ta f f a re helpful 

27 



B4 Seetharama 

in determining t h e costs to be incurred in r e l a t i o n 
to s taff s a l a r i e s , furni ture and bui ld ing, r e t a i l s 
regarding the standards a re discussed in another 
paper submitted to th i s seminar ( 4 ) . 

5 METHODS OF FINANCIAL ESTIMATION FOR BUDGETING 

The following a re some of the methods that can 
be employed for calculat ing the annual f inancia l 
requirements, for eff icient and effect ive l i b r a ry 
service in a spec ia l i s t l i b r a r y . 

1 Per Capita Method 
2 Cost of addit ions method 
3 Method of de t a i l s 
4 Method of proportion 
5 Programmed budgeting. 

51 Per Capita Method 

A r e a l i s t i c and eo.uitable approach to t he quantua 
of the annual finance necessary for a spec ia l i s t l i b -
rary is based on the Per capi ta Method. This is 
especial ly helpful in an organisat ion where data 
on the annual t o t a l expenditure is not a v a i l a b l e . 
In t h i s method, a minimum amount per .user, depend-
lnd upon the type of user -- Top/Middle management 
personnel or operator/wcrker, is fixed which is 
considered e s sen t i a l for providing l ib ra ry s e r v i c e . 
For example, if there is an organisat ion wi th 500 
persons in the top and middle management l e v e l , 
and about 2000 workers — workers who are able to 
use documents, the annual t o t a l expenditure enn be 
calculated by the Per Capita Method using the 
following formula. 
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Expenditure on documents per person in 
top and middle management l e v e l Rs 100.00 

Expenditure on books per worker 10.00 

Thus, 
1 For 500 B. Management personal Rs 50,000.00 
2 For 2000 workers Rs 20.000.00 

70,000.00 

S a l a r i e s of s t a f f Rs80,000.00 
Binding, e t c 10,000.00 

Tota l annual expend i tu re l ,60 ,000 .00 

Note.- The t o t a l annual expendi ture has been 
worked out on the b a s i s tha t 50% should be a l l o c a t e d 
to documents, binding e t c , and the remaining 50% to 
s taff s a l a r i e s . The f igures may have to he cons i -
derably reviewed due to the present i n f l a t i o n a r y con
d i t i o n s . 

52 Cost of Addi t ions Method 

In t h i s approach, the t o t a l annual expenditure 
is estimated oh t h e b a s i s of the cost of t h e docu
ments tha t a re added per y e a r . Here, i t is assumed 
tha t t h e r e is a plan which gives t h e t o t a l number 
of documents which a re expected to be added at t h e 
end of f ive y e a r s . Th is method is he lp fu l l i k e the 
Per Capita Method in an o rgan i sa t ion where da ta 
on t h e t o t a l annual expenditure i s not a v a i l a b l e . 
For example, if t h e r e is an o rgan i s a t i on which pur-
chases 600 books, 200 p e r i o d i c a l s , 100 t e chn i ca l 
r e p o r t s , e t c , the t o t a l annual expendi ture for t h e 
l i b r a r y can be ca lcu la ted in t h e fol lowing manner, 
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Rs 70.00 
Rs 150. 00 

Rs 42.000.00 
Rs 30,000.00 
Rs 1 ,000.00 

Rs 

Rs 

fc 

Rs 

73, 

63 , 
10, 

,000, 

,000, 
,0CC. 

.00 

.00 

.00 

1 ,66,000.CO 

Note.- The example worked out for t h i s 
method, as well as t h a t of the Per Capita Method 
r e f e r to t he same o rgan i sa t ion . It should be 
noted tha t both the approaches more or l e s s r e s u l t 
in the sane t o t a l annual expendi ture . 

53 Method of r e t a i l s 

In t h i s approach, the t o t a l annual expenditure 
is estimated on the bas i s of a l l i tems of expenditure 
— s a l a r i e s of s t a f f , cost of documents, b inding, 
photocopying s e r v i c e s , e t c , and other overheads 
incurred on the l i b r a r y . This approach would imply 
tha t due weightago is to be given to past expen
d i t u r e while es t imat ing the annual f inanc ia l r equ i re -
ments . While t h i s method may be dependable and 
a u t h e n t i c , it may not always be good with the 
changing s i t u a t i o n s in the l i b r a r y . 

Assume 
Average cost of a book 
Average cost of a per iod ica l 

Thus, cost of 
1 600 books 
2 200 pe r iod ica l s 
3 100 t e chn i ca l r e p o r t s , etc 

S a l a r i e s of s taff 
Binding e t c 

Total annual expen
d i t u r e 
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54 Method of Proportions 
In th i s approach, the financial estimation is 

based on a purely a rb i t r a ry pr inc ip le , that a cer ta in 
minimal proportion or percentage of the t o t a l budget 
incurred by the organisation should be allocated to the 
l ibrary for i t s annual expenditure. I h i s method necessari ly 
implies that the provision of l ibrary finance is the r e s 
ponsibili ty of the management concerned. Since, general
ly special is t l i b r a r i e s are attached to indus t r ia l orga
nisat ions, and research and development i n s t i t u t i o n s , tho 
l ibrary budget should be related e i ther to the sa les 
turnover, if an indus t r i a l organisation keeping a minimum 
to meet the s i tua t ions of a very low sa les turn over , 
or to the t o t a l research budget, if a research i n s t i t u -
t ion . The recommended l ibrary budget i s : 2% of t o t a l 
sales turn over, in the case of an industry; and 6 1/4% 
of research budget in the case of research i n s t i t u t i o n . 
As a matter of fac t , the Seventeenth All-India Library 
Conference (19C8) recommended that in the case of 
Specialist l i b r a r i e s , the a l loca t ion should be 6 to 10 
per cent of the t o t a l annual expenditure ( 8 ). Compara-
ble figures for USA are that the proportion of research 
budgets spent for information services l i e s within the 
range of 2 to 10% ( 5 ) . No doubt, the proportion 
allocated to the l ibrary wi l l depend on the a t t i t ude 
of the management and the services that have been pro
vided by the l ibrary concerned. 

55 Programmed Budgeting 
The importance of demonstrating effectiveness 

of information needs no emfhasis, especially in an 
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Indus t r i a l organisat ion where the management would 
expect a reasonable re turn for every penny spent . 
But, as y e t , t he re is no dependable method of measur-
ing the value of inforraation given, leave alone cost ing 
the same. This s i t ua t ion has put the l ib rary in a 
d i f f i cu l t s i t u a t i o n , and perhaps t h i s is the reason 
why the management t r e a t s the l i b r a ry as a ' Cinderlla". 
One of the recent methods developed for demonstrating 
cost -effect iveness of information services is by Pro-
grammed budgeting. 

Programmed budgeting is a technique of es tab l i sh-
ing l ib ra ry p r i o r i t i e s and forms part of "Planning-
Programming-Budgeting Systems" (PPES), which in i t s turri 
is a technique for organising and displaying informa-
t ion about t he a c t i v i t i e s or programmes of an orga-
n i s a t i on and t h e i r resource a l l oca t ions ( 11 ). The 
purpose of PPSS, was to serve as a means of providing 
policy maliers with an ana ly t i c evaluation of ex is t ing 
and proposed a c t i v i t i e s , supported, whenever poss ib le , 
wi th quant i t a t ive measures of performance — that i s , 
with costing of l ib ra ry operat ions (9 ,10 ) . In other 
words, PPBS is a method of budgeting which aims at 
analysing expenditure in r e l a t i o n to purpose and not 
by items of expenditures ( s a l a r i e s , documents, e t c ) , 
and r e l a t e s it to the r e s u l t s achieved. According . 
to t h i s method of budgeting, the components would be 

1 Objectives of the organisa t ion; 

2 A c t i v i t i e s (and analysis of procedures) which 
r e l a t e to the objec t ives ; 

3 Costs; 
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4 Benefits and by-products ; and 

5 Analysis of a l t e r n a t i v e s ( 9 , 10, 11) . 

Mason considers a c t i v i t i e s in l i b r a r i e s to be of two 
kinds — opera t iona l such as s e l e c t i o n , a c q u i s i t i o n 
and processing; and se rv ice a c t i v i t i e s such as 
current awareness, information r e t r i e v a l e t c . The 
next step is to c a l c u l a t e t h e fu l l cost of each a c t i -
v i ty — tha t i s , by cost ing t h e amount of s t a f f t i n e , 
both professional and c l e r i c a l involved — d i r e c t c o s t s , 
and. the costs of any equipment r e n t a l , m a t e r i a l s or 
services involved in the a c t i v i t y . Both, o p e r a t i o n a l 
and service a c t i v i t i e s a r e costed in t h i s manner. 
However, s ince the ope ra t i ona l a c t i v i t i e s a r e s u p r o r t s 
for the serv ice a c t i v i t i e s , t he ope ra t i ona l cos t s 
have to be t r a n s f e r r e d to the a p p r o p r i a t e s e r v i c e s 
as associated c o s t s . This t r a n s f e r to a p a r t i c u l a r 
service is dependent on t h e propor t ion of use of t h e 
operat ional a c t i v i t y concerned. Thus, t h e cost of an 
Information se rv ice would include 

1 Di rec t cos t s (D) = S a l a r i e s of P r o f e s s i o n a l and 
c l e r i c a l s t a f f o f the s e r v i c e 
(S) + A percentage which 
is v a r i a b l e , of t he sa lary of 
Operat ional Staff (0) 

2 Associated cos ts = A percen tage , whlch is v a r i a -

(A) ble of t h e cost of m a t e r i a l s 
o r s e r v i c e s . 

Therefore t o t a l cost (TCS) of a Service = D + A 

TCS = (S+0)+A 
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The sane methodology should be followed in 
r e l a t i o n to each s e r v i c e . This would aid the manage-
ment i n t a k i n g the r i g h t d e c i s i o n s , a s i t g i v e s a s 
idea as to how t h e money is being s p e n t . F u r t h e r , 
i t he lps in t h e so ca l led "Crosswalk" t e c h n i q u e . 
For example, i f a l l t h e d i r e c t c o s t s (D) a r e added 
they would g ive the s t a f f s a l a r i e s as shown in t h e 
t r a d i t i o n a l budget . S i m i l a r l y , with o ther catego-
r i e s o f expend i tu r e . 

However, a word of caut ion — though t h e idea 
o f cos t ing each a c t i v i t y i s good, t h e r e i s cons ide ra 
b l e d i f f i c u l t y in e s t ima t ing t h e same. This i s due to 
t h e fac t t h a t s tandard uni t c o s t s for d i f f e r e n t ope
r a t i o n s a r e not a v a i l a b l e , s i n c e t h e cost i s dependent 
on t h e t ype of o r g a n i s a t i o n , t h e amount of e f f o r t , 
t i m e , m a t e r i a l s , e t c involved . However, for each or-
g a n i s a t i o n , un i t c o s t s can be ca l cu la t ed on t h e 
b a s i s of t h e cost of t h e o p e r a t i o n and t h e r e s u l t a n t 
o u t p u t . 

The next s t e p in t h i s procedure i s to a s s e s s 
each a c t i v i t y and quan t i fy i t s v a l u e . I t w i l l b e 
p o s s i b l e to show cost b e n e f i t s on some opera-
t i o n a l a c t i v i t i e s which can be t r a n s f e r r e d pro-
p o r t i o n a t e l y t o the d i f f e r e n t s e r v i c e s j u s t a s t h e 
a s s o c i a t e c o s t s . S i m i l a r l y , a l l t h e s e r v i c e s can be 
assessed for t h e i r b e n e f i t s . However, for c e r t a i n 
s e r v i c e s , i t w i l l not b e p o s s i b l e t o quant i fy t h e 
b e n e f i t s . In such a s i t u a t i o n , one should look for 
c o s t - e f f e c t i v e n e s s — t h a t i s , what would i t cost t h e 
u s e r s i f they do i t themselves — ins tead of c o s t -
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benefit ana ly s i s . This would necessar i ly be d i f f i 
cu l t , as the data arr ived at w i l l be more subject-
ive than ob jec t ive , that i s , i t w i l l be based on 
guess rather than any workable hypothesis . A paper 
presented to t h i s seminar has applied the PPSS tech-
nique in the cost ing of a Current Abstract ing 
Service ( 14 ). 

In conclusion, it can be said that programmed 
budgeting is a combination of the "On what" budget 
( t rad i t iona l budget) , and "To what purpose" budget 
and consists of a basic plan — Statement of M i s s i o n , 
Guiding P r inc ip l e s , Continuing objec t ives —, and 
an action phase wherein spec i f ic projec ts a r e 
defined in terms of cos ts , t a s k s , r e s p o n s i b i l i t i e s , 
t imetables, e t c followed by a re -evalua t ion of the 
basic plan (16) . Such a systematic procedure of 
budgeting would give to t he Management an acceptable and 
an understandable f inancial plan than a conventional , 
t radi t ional bucget. As e s s e n t i a l l y , t h i s procedure 
is dependent on past expendi tures , the cost e s t i -
mates for d i f ferent a c t i v i t i e s for the next 5 years 
should be increased appropr ia te ly — say by 8% per 
annum on s taff c o s t s , and 12% per annum on mater ia l 
costs e t c . 

6 CONCLUSION 
Budgeting — preparat ion of a budget — is a very 

important and useful process in a s p e c i a l i s t l i b r a r y . 
But, for budgeting to be a successful process , plan
ning of the a c t i v i t i e s and serv ices of the l i b r a r y , 
in d e t a i l , is an essent ia l p r e - r e q u i s i t e . Among 
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the various methods of f inancial estimation for 
budgeting, Programmed budgeting which is a tech-
nique of es tabl i sh ing l i b r a ry p r i o r i t i e s and which 
forms part of ' 'Harming - Programming - Budgeting -
System" (PPBS), seems to be the ideal approach as 
i t demonstrates cost-effectiveness of information 
services . It serves as a means of providing policy 
makers with an ana ly t ic evaluation of exis t ing and 
proposed a c t i v i t i e s , supported, whenever poss ib le , 
with quant i ta t ive measures of performance — that i s , 
with costing of l i t r a r y operations ( 9 , 10) . Further , 
t h i s approach r igh t ly focusses on the a t t en t ion that 
the l ibrary staff has to pay in regard to the prepa-
ra t ion of a budget. No doubt, there is as yet no 
dependable method of estimating the actual value of 
information, and the costing of the same. However, 
a beginning has to be made, and in programme budgeting 
we find the beginning. 
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