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EVALUATION OF THE LIBRARY DEPARTMENT'S RESPONSE TO THE 
CONTROLLER'S PERFORMANCE AUDITS 

Dear Controller Greuel: 

We have received your letters dated August 27, 2009 regarding the Library 
Department's responses to the: 

1) Controller's Performance Audit of the Library's 2007-10 Strategic Plan;" 
and 

2) Controller's Performance Audit of Public Access to the Library's Books 
and Materials. 

We have attached our responses, which include planned implementation dates 
as well as requested clarifications on specific issues. If additional information 
is needed, please call us at (213) 228-7515. 

Sincerely, 

'(VI ~L/I!fL 
Martfn j. Gomez
 
City Librarian
 

Enclosures 

Cc: Robin Kramer, Chief of Staff, Office of the Mayor
 
Jimmy Blackman, Deputy Chief of Staff, Office of the Mayor
 
Miriam Scott Long, Deputy Mayor, Office of the Mayor
 
Miguel A. Santana, City Administrative Officer
 
Tyree Wieder, President, Board of Library Commissioners
 
June Lagmay, City Clerk
 
Gerry F. Miller, Chief Legislative Analyst
 

~ AN EQUAL EMPLOYMENT OPPORTUNITY - AFFIRMATIVE ACTION EMPLOYER 



LIBRARY'S RESPONSE TO CONTROLLERS EVALUATION OF THE
 
LIBRARY DEPARTMENT'S RESPONSE TO THE CONTROLLER'S
 

PERFORMANCE AUDIT OF PUBLIC ACCESS TO LIBRARY'S
 
BOOKS AND MATERIALS
 

Recommendation #2 
Library management should track data on materials reserved by patrons and 
regularly provide reports to branches to identify information such as author, 
genre and subject area. 

The librarY's Holds Management Office is responsible for acquiring adequate 
numbers of heavily reserved titles to meet patron demand. The Library's "one 
collection" philosophy ensures that patrons have access to any title in any of the 
71 branches or Central Library collections. Our staff will determine, by June 30, 
2010, if a programmer can produce a monthly report of Holds Shelf requests for 
each branch on a monthly basis. 

Recommendation #3 
Library management should direct branch librarians to develop formal collection 
development goals that support the system-wide policy yet are reflective of 
specific communities. 

Planned implementation of this recommendation should be completed by 
April 30, 2010. 

Recommendation #4 
Library management should develop a template and standard guidelines, with 
input from branch librarians, to allocate budgets and track expenditures. 

Planned implementation of this recommendation should be completed by 
December 31, 2009. 

Recommendation #6 
Library management should direct branches to evaluate purchases against 
collection development goals and formally report results to the Area manager 
and the Branch Library Services. 

Currently, Branch library staff can print out and retain the monthly lists of titles 
they ordered. These reports show the tittles, authors, subject categories, etc., 
which were purchased throughout the year. These reports can be used to 
evaluate their collection development goals. The Department will pursue the 
feasibility of an automated solution to evaluate purchases by June 30, 2010. 
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Recommendation #7 
Library management should direct branch management and Central's Popular 
Library to improve safeguards over audio/visual materials to prevent theft. 

Measures are currently being taken to improve the safeguarding of audio/visual 
materials. Depending on fiscal constraints, implementation of such measures will 
be implemented in branches by June 30, 2010. 

Recommendation #8 
Library management should ensure all missing items are traced by: 

(b) Instructing staff to stop the practice of deleting missing items. 

An instructional memo was sent to branch staff on September 3, 2009 to remind 
staff not to delete missing items. All missing items should be traced as outlined 
in the circulation manual. 

Recommendation #11 
Library management should begin tracking annual loss rates and explore system 
modifications to facilitate tracking. 

Loss rates will be tracked after issuance of the Lost Item Report in June 2010. 
8taffwill explore the feasibility of system modifications by June 30, 2010. 

Recommendation #12 
Library management should consider branch loss rates when al/ocating budgets 
to ensure equitable distribution of resources among community and regional 
branches. 

Implementation of this recommendation should be completed by June 30, 2010. 

Recommendation #13 
Library management should work with the City Attorney to: 

(a) Determine whether a more formal agreement should be required, and 
(b) Ensure the City's interests are adequately protected. 

In August 2009, Library staff sent all its letters of agreement with book vendors to 
the City Attorney staff for review. We expect City Attorney staff to complete its 
review by October 31,2010. 
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Recommendation #14 
Library management should only pay vendors for those items that were actually 
received. 

Recommendation #15 
Library management should formalize in its agreements with vendors that partial 
payments will be accepted. 

Prior to paying any invoices, items are checked to determine if they were 
received. In order to expedite invoice payment within the City's 30-day time limit, 
LAPL pays full invoice amounts. Vendor agreements have been developed, and 
are currently being reviewed by the City Attorney's Office, which will allow up to a 
negotiated number of days from the date of shipment for the Library to request a 
replacement shipment for defective, damaged, lost or missing materials. In the 
event that a replacement copy is unavailable, the Vendor will agree to provide a 
refund or credit memo, as requested by the Los Angeles Public Library. 

Recommendation #16 
Library management should identify common, necessary circumstances where it 
is more effective for branch staff to purchase items through Direct Purchase than 
oSA. 

In August 2009, staff has been given new clarified guidelines regarding direct 
purchases. 

Recommendation #18 
Library management should direct Area managers to review Direct Purchase lists 
prior to the branch's purchase. 

In August 2009, Library management directed the Area Managers to review 
direct purchase lists prior to purchase. Future direct purchase lists will be 
documented with Area Manager signatures. 

Recommendation #21 
Library management should retain reservation milestones, including when: 

(a) /tems appear on a branch's routers, 
(b) Items become "in-transit," and 
(c) /tems are available for pick-up. 
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Recommendation #22 
Library management should track the number of days between each milestone 

Recommendation #25 
Library management should routinely monitor how well the Department is 
meeting the goal. 

Recommendation #27 
Library management should develop a system to monitor router lists to identify 
items that haven been on the router longer than the established timeframe and 
promptly resolve any exceptions. 

The Library is achieving what the auditors are recommending by currently 
performing regularly scheduled checks of branch router reports to ensure routers 
are processed each day. Irregularities are reported to Branch Library Services 
for follow-up with supervisor. In addition, by January 31, 2010, the Library will 
periodically run an "intransits over 7 days" report to see how many items are not 
meeting the library's goal of being delivered to the hold pickup branch within 7 
days. A report showing all items intransit will be run for the same day so the 
percentage of items not being delivered on time can be determined. 

Recommendation #29 
Library management should establish an absolute maximum number of days that 
an item should be in transit and ensure that no items exceed that threshold. 

Items "intransit" for over 15 days are handled as follows: each agency receives 
their "Intransit over 15 days" report. If the item is not found, staff fills out an 
online form that is sent to the Holds Management Office (HMO). HMO staff 
moves the patron who is waiting for the item, to the top of the Holds Queue. 
There are times when the reason for the delay of items is due to delivery truck 
breakdowns, staff shortages, holidays, etc., which are difficult to remedy in short 
order. 
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July 2,2009 

The Honorable Wendy Greuel 
City Controller 
Room 300, City Hall East 
200 North Main Street 
Los Angeles, CA 90012 

RESPONSE TO PERFORMANCE AUDIT REPORT OF PUBLIC ACCESS TO THE 
LIBRARY'S BOOKS AND MATERIALS 

Dear Controller Greuel: 

Below is the Los Angeles Public Library's (LAPL) response to the Performance 
Audit Report on Public Access to the Library's Books and Materials, dated 
June 10, 2009. We would like to take this opportunity to thank you and your 
staff for your comments and recommendations contained in the audit. The 
audit's findings will assist the Library in improving library services provided 
to the public. 

We are pleased that the audit report recognized the Library's measures that 
ensure patrons have equitable access to its resources. For example, the audit 
recognizes that the Library developed a comprehensive facilities plan to ensure 
communities have similar access to branch libraries. The report also 
acknowledges the excellent overall service that the Library provides to the 
people of Los Angeles. 

We are also pleased to see that your staff did not find any substantial service 
delivery flaws. We remain committed to delivering library services in the most 
effective and efficient way possible to the 17 million people who visit our 
libraries annually and the 100 million more who use the Library on the Web. 

AN EQUAL EMPLOYMENT OPPORTUNITY - AFFIRMATIVE ACTION EMPLOYER 
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RESPONSE TO	 AUDIT RECOMMENDATIONS 

SECTION I: NEEDS IDENTIFICATION 

Finding #1	 Branch librarians could more accurately identify community 
interests if additional patron usage statistics were tracked. 

Recommendation # 1: Library management should track in-library use data 
and regularly provide reports to branches. This can be accomplished by 
using capabilities provided by CARL. 

Response: To	 capture information on in-house use, LAPL would have to give 
up capturing either current circulation or year-to-date circulation data, both 
of which provide crucial data. When LAPL switches to CARL X, which is an 
upgraded CARL system, in FY 2009-10, it will be possible to capture in­
house use electronically. However, to do this, LAPL would have to purchase 
100 wireless scanners or 100 laptops equipped with scanners. Options will 
be explored but neither may be economically feasible. 

Recommendation #2: Library management should track data on materials 
reserved by patrons and regularly provide reports to branches to identify 
information such as author, genres and subject area. 

Response: The Holds Management staff of the Adult Collections Office tracks 
data on materials reserved by patrons and purchases additional copies of 
popular materials, for the entire library system. Library staff at each location is 
already very familiar with the authors, subjects and genres being requested by 
patrons based on the holds at the branch. Feasibility and usefulness of 
programming	 a printed report will be determined after the migration to an 
upgraded CARL system In FY 2009-10. 

SECTION II: COLLECTION PLANNING AND EVALUATION 

Finding #2	 Branches' collection development goals are not formalized. 

Recommendation #3: Library management should direct branch librarians 
to develop formal collection development goals that support the system­
wide policy yet are reflective of specific communities. 

Response: LAPL will develop a form used by each service level (adult, young 
adult and children's) in every agency that delineates materials allocations by 
subject or Dewey classification and/or type of material. This form will also be 
used to track expenditures. Additionally, each form will include a written 
collection development goals statement. 
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Finding #3	 The Library should improve its system-wide material fund 
planning sheet to ensure branches effectively plan and 
allocate budgets. 

Recommendation #4: Library management should develop a template and 
standard guidelines, with input from branch librarians, to allocate budgets 
and track expenditures. 

Response: See response to Recommendation No.3. 

Finding #4	 Branches do not formally evaluate purchases. 

Recommendation #5: Library management should explore the feasibility of 
providing regular order status reports to branches. 

Response: The feasibility of producing an alternative quarterly list of cancelled 
titles (those titles which vendors are unable to fill) and posting it on the staff 
Intranet will be examined in terms of usefulness after the migration to an 
upgraded CARL system in FY 2009-10. 

Recommendation #6: Library management should direct branches to 
evaluate purchases against collection development goals and formally 
report results to the Area Manager and the Branch Library Services. 

Response: At the end of each fiscal year, senior librarians will be required to 
prepare and submit a written report that evaluates the effectiveness of 
materials selection and purchase. Evaluations will include comments on how 
collection development goals were met. Reports will be submitted to the area 
manager for comment and review. Area managers will submit all reports to 
Branch Library Services for final review. 

SECTION III: INVENTORY AND LOST ITEMS 

Finding #5	 The Library's theft prevention for DVDs and Audio Books 
could be strengthened. 

Recommendation #7: Library management should direct branch 
management and Central's Popular Library to improve safeguards over 
audio/visual materials to prevent theft. 

Response: The Library will strengthen system-wide theft prevention controls. 
The Library will survey branches for best practices that can be implemented 
with low cost or no cost. 
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Finding #6	 The Lost Item Report does not accurately reflect items 
missing from branch libraries. 

Recommendation #8: Library management should ensure all missing items 
are traced by: 

a. Training all staff on appropriate procedures for tracing items. 
b. Instructing	 staff to stop the practice of deleting missing items. 

Response: A memo will be prepared and distributed instructing staff on the 
correct procedures for tracing missing items. Library Assistants in the Area 
Offices will provide re-training or additional training as needed. Staff will 
evaluate options for the practicality and advisability of stopping the practice of 
deleting missing items. 

Recommendation #9: Library management should continue to work with 
CARL support staff to ensure that all missing items that are traced 4 times 
appear on the Lost Item Report. 

Response: CARL Corporation does not expect this to be an issue in the new 
software release being installed this fall. Spot checks of titles will be made to 
determine if the problem has been resolved after the upgraded system is 
installed in FY	 2009-10. 

Finding #7	 The Library has not run the Dusty Book Report since 
Spring 2007. 

Recommendation # 10: Library management should explore whether the 
Dusty Book Report can be condensed to fit on less expensive, legal-sized 
paper and ensure that it is generated and printed annually. 

Response: The current Dusty Book Report format provides essential data for 
tracking uncirculated books. The Library is committed to running the report 
annually. The next report is scheduled to be printed in August 2009. 

Finding #8	 The Library does not consider loss rates when allocating 
branch budgets. 

Recommendation # 11: Library management should begin tracking annual 
loss rates and explore system modifications to facilitate tracking. 

Response: Branches will use the semi-annual Lost Items Report to evaluate 
losses. After analyzing each report, staff will develop a list of essential items 
for replacement. 
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Recommendation # 12: Library management should consider branch loss 
rates when allocating budgets to ensure equitable distribution of resources 
among community and regional branches. 

Response: Loss rate data will be added to the list of criteria used for 
determining the allocation of funds for branch materials. 

SECTION IV: ACQUISITIONS AND PURCHASING FOR SYSTEM-WIDE ORDERS 

Finding #9 The Library does not have formal agreements with vendors. 

Recommendation # 13: Library management should work with the City 
Attorney to: 

a.	 Determine whether a more formal agreement should be required, 
and 

b.	 Ensure the City's interests are adequately protected. 

Response: The Library will work with the City Attorney to formalize Library 
agreements with various book vendors. We have already submitted those 
agreements to the City Attorney for review as to form. With formalized 
agreements, we will ensure the City's interests are adequately protected. 

Finding #10 The Library pays full invoice amounts on incomplete orders. 

Recommendation # 14: Library management should only pay vendors for 
those items that were actually received. 

Response: The Library will work with its book vendors and the City Attorney to 
add language to the vendor agreements stating that the Library will report 
missing or damaged items within 60 days of the date of the invoice, and that 
the vendor will issue a credit memo or replacement copy within 14 days of 
notification. 

Recommendation # 15: Library management should formalize in its 
agreements with vendors: 

a.	 That partial payments will be accepted, and 
b.	 An established timeframe from the initial invoice date the
 

replacement copies will be requested or the order cancelled.
 

Response: See response to Recommendation No. 14. 
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SECTION V: DIRECT PURCHASING
 

Finding #11 Direct Purchasing policies are vague and oversight is limited.
 

Recommendation # 16: Library management should identify common, 
necessary circumstances where it is more effective for branch staff to 
purchase items through Direct Purchase than OSA. 

Response: Direct purchase gUidelines and procedures have been rewritten and 
distributed. The new guidelines clearly delineate the types of materials that 
staff may purchase from direct purchase vendors. Area Managers will work 
with staff to determine if GSA or direct purchase is the best way to allocate 
funds. 

Recommendation # 17: Library management should revise the current 
policies to provide more specific guidance to staff on the appropriate use 
of the Direct Purchase option. 

Response: See response to Recommendation No. 16. 

Recommendation # 18: Library management should direct Area Managers 
to review Direct Purchase lists prior to the branch's purchase. 

Response: Branch Managers are now required to discuss proposed direct 
purchases with Area Managers in advance of buying trips. 

Finding #12	 The Library does not retain supporting documentation for 
Direct Purchase payments and invoices are not approved by 
the appropriate person. 

Recommendation # 19: Library management should retain supporting 
documentation for Direct Purchases for 3 years. 

Response: The Library will maintain documentation relating to direct purchase 
of library materials for three years. 

Recommendation #20: Library management should direct the individual 
who is actually responsible for reviewing and verifying invoices to sign­
off/approve the invoice. 

Response: This recommendation has been implemented. 
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SECTION VI: BOOK RESERVATION SYSTEM 

Finding #13	 The library does not evaluate "in-transit" times for 
reserved items. 

Recommendation #21: Library management should retain reservation 
milestones, including when: 

a. Items appear on a branch's router, 
b. Items become "in-transit," and 
c. Items are available for pick-up. 

Response: The automated holds system eliminates each of these "milestone" 
dates as the next one is reached. Staff will make periodic checks of reserved 
titles on the router to track the days between each milestone. 

Rec #22: Library management should track the number of days between 
each milestone. 

Response: See response to recommendation #21. 

Recommendation #23: Library management should establish a formal goal 
for the number of days in which an item will be available for pick-up. 

Response: The Library's goal is to deliver an available reserved item within 
7 business days (excluding weekends) of becoming available. 

Recommendation #24: Library management should establish a target 
(expressed as a percent) for meeting that goal, e.g. 90% of all in-transit 
items will meet the established goal. 

Response: The Library strives to achieve the goal in Recommendation No. 23 
ninety percent of the time. 

Recommendation #25: Library management should routinely monitor how 
well the Department ;s meeting the goal. 

Response: The Library will monitor its performance in meeting the goal. In­
transit reports	 will be used to monitor how well the Department is meeting its 
goal. By October 2009, staff will determine whether more-frequent or better­
refined In-transit reports can be produced and their effectiveness in monitoring 
this goal. 



The Honorable Wendy Greuel Page 8 of 9 
July 2, 2009 

Finding #14	 The Library does not have a process to ensure branches pull 
books in a timely manner to satisfy patron holds. 

Recommendation #26: Library management should formally establish a 
maximum number of days that that an item should be on a branch's 
router. 

Response: The established formal procedure is that each agency should clear 
their router on a daily basis. A maximum of 2 days is allowed in cases of 
staffing emergencies. 

Recommendation #27: Library management should develop a system to 
monitor router lists to identify items that have been on the router longer 
than the established timeframe and promptly resolve any exceptions. 

Response: A duplicate router list will be produced, to enable Holds Management 
staff to perform monthly monitoring of branch routers. 

Finding #15	 The Library's process for monitoring and resolving extended 
"in-transit" times is manual and cumbersome. 

Recommendation #28: Library management should explore options for 
automating the process to resolve items in transit for a protracted period 
of time. 

Response: The Library's Information Technologies & Collections Division will 
investigate the possibility of automating this process after migrating to the 
updated CARL software in October 2009. 

Recommendation #29: Library management should establish an absolute 
maximum number of days that an item should be in transit and ensure that 
no items exceed that threshold. 

Response: The Library's goal is that no item shall remain in transit more than 
15 business days (excluding weekends). After the CARL software upgrade in 
FY 2009-10, the Library will regularly analyze In-transit reports to ensure this 
goal is met. 



The Honorable Wendy Greuel Page 9 of 9 
July 2, 2009 

SECTION VII: MERCHANDISING BOOKS AND MATERIALS 

Finding #16 The quality of merchandising varies significantly by branch. 

Recommendation #30: Library management should direct Area Managers 
to regularly: 

a.	 Monitor merchandising at branches in their region, 
b. Identify branches with particularly good merchandising and those 

that may need assistance, 
c.	 Share good ideas and provide guidance to branches that have
 

difficulty creating displays.
 

Response: The Library will monitor and provide support to staff for the 
merchandising of library materials at all branches to ensure that it is effective. 

If you have any questions or require additiona.l clarification, please contact 
Business Manager Kyle Millager or me at 213-228-7515. 

Sincerely, 

~7Y7~~ 
Kris Morita 
Interim City Librarian 

Cc: Robin Kramer, Chief of Staff, Office of the Mayor 
Jimmy Blackman, Deputy Chief of Staff, Office of the Mayor 
Miriam Scott Long, Deputy Mayor, Office of the Mayor 
Raymond P. Ciranna, Interim City Administrative Officer 
Tyree Wieder, President, Board of Library Commissioners 
June Lagmay, City Clerk 
Gerry F. Miller, Chief Legislative Analyst 
Farid Saffar, CPA, Director of Auditing, Office of the Controller 




