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Unit 1 - Functions and Practices of Publishing Management 9 

Each proposed title is costed on the basis of this and expected profit and loss projected into a 
triennial budget taking into account expected development expenditure and inflationary costs. 
This budget can be extended if a cash flow summary is prepared at the same time, so that the 
publisher is able to see where, when and how capital expenditure will be involved, where 
collections will be received and how much shortfall or profit can be expected at any given time. 

A budget of this sort would probably not contain individual titles, but rather would contain the 
intended number of titles to be published in each category. It would take into account fixed and 
variable costs, royalties, advances, purchase of outside services, general overheads and a provision 
for miscellaneous items. The totality of the information thus collected and analysed would 
together constitute a feasibility study. A decision to continue with the venture or to abort would 
be made at thissstage:St'd W l t h i n t h e 

Once the decision to proceed has been taken, the publisher will try and achieve budget targets as 
closely as possible, or attempt to do better than forecast. Most publishers prepare triennial budgets 
each year and so they know their expectations three years in advance. 

The course of events may, however, necessitate the modification, cancellation or rejection of parts 
of the budget. Flexibility is vital in the publishing world, but it is essential for publishers to have 
a work plan as the basis of their enterprise. ; 

Planning is one of the most important of the management functions in any business. In book 
publishing, the well managed company is distinguished from the others by regular research 
studies on trends of sales, competitive titles, pattern of cash disbursement and collection and by 
early recognition and planning of further development. 

Organising 

Every business and institution, whether public or private sector, has to have an establishment 
structure. The number, type, arrangement and quality of staff will depend on the needs of the 
enterprise. 

Staff within a publishing operation are grouped - into departments - according to the functions 
they carry out. Although there will always be variations of arrangement and tasks performed, a 
well-organised publishing house will have the following basic departments: 

• editorial 
• design and production 
• marketing 
• accounts. 

The first three form the operational part of the firm, constituting a sequential flow of ideas: 
• script selection, editing and marking up (editorial) 
• specification of physical form (design) 
• realisation of this form (production) 
• making the final book available to the reader through distribution mechanism 

(marketing). 

The accounts department keeps track of the financial side of this sequence of events through the 
flow of invoices, orders, purchase of outside services and facilities, warehouse management (in 
some instances), credit control and collection of dues and payments. The department warns the 
management if any part of the operation is unsound financially. 

Management administers the totality of the firm by setting tasks and making decisions based on 

ATTENTION: The Singapore Copyright Act applies to the use of this document. Nanyang Technological University Library



10 The Business of Book Publishing 

the information provided by the accounts department and selected studies according to the 
established corporate objectives of the enterprise. 

The flow in a publishing house is given in Figure 5 which shows the relationships between each 
part and its contribution to the overall working of the house. Some departments may, in large 
operations, be subdivided to provide further specialised operational functions; e.g. the marketing 
department may be divided into local sales, export sales, promotions, warehousing and in some 
large publishers a customer services department. The editorial department may have a separate 
rights and permissions department and so on. 

The main functions of publishing and distributing books, however, are encompassed within the 
organisational structure outlined in Figure 5, and are present whether the publisher is a sole 
proprietor operation with one person performing all the functions or whether it is a multinational 
with hundreds of employees. 

Coordinating/control l ing 

Current management thinking makes a clear differentiation between control (or direction) of an 
organisation and the controls (e.g. measurement, information) that go towards making such 
control possible. 

Modern institutions, including publishing businesses, are rapidly acquiring the ability to design 
controls to acquire, process and analyse large masses of data quickly. But the result of such 
analyses by themselves are of no use. They need to be transmitted, through the perception of • 
managers, into decisions that cause movement in directions considered appropriate for the 
business. The data provided by the controls are the intellectual and financial basis for the manager 
who also has to take into account the social and human factors involved in any set of management 
aciions. Social and human decisions are never precise; nor are judgements based on assumptions 
about trends (current as well as future). With any assumption about human behaviour, there is a 
high degree of uncertainty. 

In considering the problems of coordination and control the manager has to ask the basic question: 
'What is the minimum input of information that I will require to maintain effective control?' Then 
a system of controls has to be designed which will provide as much information as necessary for 
the efficient operation of the business. But it is stressed by management experts that the less effort 
needed to gain control, the better the control effort will be; and the fewer controls necessary, the 
better they will be. The best managers are those who are able to define what constitutes necessary 
in terms of meaningful information (in the form of reports, studies and statistics) as opposed to 
what is trivia. The attempt by top-level managers to control the infinity of events, even those 
marginal to performance, can lead to very poor management. To avoid this there is a need for 
delegation to other managers of smaller units who redefine their information needs and pass on 
to senior management only that which is considered necessary. 

Three important characteristics of controls need to be stressed 
• controls are neither objective nor neutral 
© controls set goals and values 
• controls need to focus on results. 

The measurement of a business from the inside is not necessarily an objective or neutral 
undertaking: an example is the control of a budget. We have all seen the desire to come up to budget 
in terms of sales. Sometimes, in terms of spending, departments which underspend (even if they 
have done so profitably, especially in government and larger corporate structures) make strenuous 
efforts to utilise all budgeted funds so as not to have a smaller share in the next financial period, 
even if such spending gives only marginal returns. Some controls can lead to complacency and self 
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12 The Business of Book Publishing 

satisfaction at having reached the required objective, but they may have set goals too low. Unless 
controls focus on results, they are likely to lead to false feelings of security and apathy on the one 
hand or insecurity and tension on the other. 

But the measurements of both the efforts within the business (efficiency) and the results of this 
efficiency on those outside the business (effects) is not an easy one. It may become voluminous and 
self defeating because of the masses of data which deluge the manager. While an order clerk may 
need to know the individual sales of each title so as to be able to decide when to inform the 
appropriate department to order a reprint or if any given order can be supplied, it is not normally 
necessary for the Managing Director to know this. Where a specific decision, e.g. about the 

^usefulness1 bf%eepmgethat'particular title in print, needs to be made, a manager may need this 
information among other considerations. 

Controls should be related to problems of social concern as well as to key objectives, priority areas 
within these objectives and key areas within these priorities. Controls, in other words, must be 
based on the company's definitions of what its business is, will be and should be. In publishing, 
what are the controls which have these characteristics? Let us take the publishing structure 
department by department so that we will have a clearer picture. 

Editorial 

Information on manuscripts in terms of (a) possible, (b) under consideration and (c) current is 
usually provided by the notes of meeting of an editorial committee or board which is then the 
control structure. 

Design and production 

Current status of projects is usually monitored through monthly editorial and production meeting 
minutes where each title is separately reported on. Progress or slippage is noted and priority of 
action and titles decided on with marketing representatives. The minutes are a key instrument of 
control together with the costings of each project based on current costs and projections of sales. 

Marketing 

Relevant information includes monthly summaries of sales on a product group basis; comparisons 
of such sales against targets; six monthly comparison of actual against budget; extracts which may 
be of social or financial interest arising out of sales representatives' daily reports; promotional plans 
(including overseas sales visits) and costs of advertisements, brochures and mailings. 

Accounts 

In addition to monthly and half yearly financial reports, the accounts department supplies special 
reports on changes in financial laws and regulations, tax structures, periodic checks on payments 
collections and reports on bad debts. 

These are some of the controls which inform the management of the situation. 

How does the manager actually control the affairs of the company with the aid of these? Control 
is usually exercised by the completion of prescribed forms for particular actions or expenditures 
of given magnitudes. For example 

• purchase of outside services may be controlled by the need for approval of the manager 
on a purchase order form for purchases beyond prescribed amounts, and further 
controlled by the necessity to obtain two or more competitive quotes for each purchase 

• the type and quantity of titles may be controlled by the need for a manager's signature 
on the publishing agreement 
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Unit 1 - Functions and Practices of Publishing Management 13 

• movement of stocks may be controlled by the need for counter signatures on invoices, 
delivery orders, goods received notes and credit notes. 

Evaluation 

The financial status of the firm provides first line evaluation of the firm's condition. In this respect 
the half yearly and annual profit and loss accounts, balance sheets and reports on capital employed 
and return on investment will be primary. Other means of evaluation will include an annual 
editorial production seminar, half yearly and annual sales reviews and periodic (quarterly) reports 
submitted by the heads of departments on their department's needs, achievements and personnel. 

The social impact of the firm and the achievement of its societal objectives are harder to evaluate. 
Critical reviews of the firm's publications and the stature of its authors provide some indications. 
Another good measure of a firm's success is its reputation in the trade and the co-operation that it 
enjoys from booksellers, librarians and other in the book chain. 

In achieving its corporate objectives a well managed publishing firm will 
• provide a pleasant and challenging environment for its staff 
• achieve respect and co-operation of the trade and fellow publishers 
• by the quality of its books attract the best authors '> 
• make enough returns on capital invested to ensure the continued financial success of 

the firm. 

O R G A N I S I N G THE COMPANY TO MEET ITS AIMS 

Tutors' notes 
At first glance the material for this session may seem appropriate only for larger companies. 
Certainly many heads of smaller companies are of the view that 'organisation structures, 
diagrams and theories' are not for them. 

The purpose of this session is to show that no matter how small your company you need 
sensible, economic organisation. There are no 'stand-ins' or 'understudies' waiting in the wings 
ready to help out when things go wrong. 

The company, whatever its size, needs to be organised around its policies and aims. A system 
will not do the work but it will help staff* to carry out their functions. Absence of any formal 
organisation and the (often) resulting muddle will prevent them from doing their jobs. 

Organisation is a question of balance and good judgement - of self knowledge and knowledge 
of your staff. 

Systems and some form of organisational structure also help managers to delegate where 
necessary within prescribed limits. Delegation without control is abdication. 

In publishing there are many different tasks to be co-ordinated, and if there are only two or three 
people to do them each will want to know how the work is to be divided. This becomes more 
important as numbers increase because of the dangers of duplication, y 

The following discussion will give participants a wider understanding of the need for formal 
organisation. 

Figures 6 to 19 follow to illustrate aspects of organisation. They should be used to provoke 
discussion and the development of further ideas. 
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U N I T 2 - EDITORIAL ORGANISATION AND 

MANAGEMENT 

The functions of the editorial department in a well ordered publishing house are varied and incude: 
• the search for new authors and manuscripts 
• the assessment of scripts acquired or received 
• the detailed work of subject and copy-editing of manuscripts 
• liaison with design and production departments on details of design, format and 

proofs 
• liaison with accounts department over author's royalties, advances and invoices 
• liaison with management on publishing decisions, agreements, rights sales and 

purchase of copyright 
• liaison with marketing department on publicity and promotion (including author 

appearances and author tours) and sales performance of books. 

A professional editor will also have good relations with the relevant bookshops and institutions 
and a wide circle of academics and other people who could serve as authors or readers (specialists 
in the assessment of manuscripts). 

The function of an editor requires a high degree of motivation, intellectual ability, wide knowledge 
of book production techniques and the economics of publishing, and decisive leadership. Editorial • 
managers (whether known as publishing managers, editorial directors or chief editors) are called 
upon regularly as the final authority to make on the spot decisions on the content and form of 
books. 

EDITORIAL POLICY A N D PLANNING 

Publ i sh ing phi losophy 

The corporate objectives of the publishing firm or institution specify the broad areas of publishing 
through which its business, societal or institutional ends will be achieved. The editorial team have 
to define within these stated objectives 

• individual areas of publishing 
• methods by which they are to be reached 
• emphasis to be given to each area 
• time-frame within which the publishing programme is to be developed. 

Their decisions on these matters are influenced by the environment in which the publishing house 
operates (its financial and personnel capacities, for example), the national/international social, 
economic and cultural environment and their individual personalities and capabilities. 

Editors therefore require as a pre-requisite the organisation's publishing philosophy in order to 
clarify, among other things, how, why and from where manuscripts are to be acquired, the 
processes by which they will be assessed and authors kept informed, the sort of back-up each title 
will be given in terms of publicity and promotion, who the target audience is and how their 
assessment of the book is to be obtained (by reviews in newspapers and journals, for example), 
what steps will be taken to develop authors, and what new areas of publishing are foreseen and 
in what sequence they are to be attempted. The publishing philosophy should also assign to 

25 
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26 The Business of Book Publishing 

various members of the publishing team their respective roles, functions and limits so that the 
whole operation will mesh into a united flow of work without any lapses. A publishing philosophy 
to be of some use must not be a nebulous set of intentions. It must function as a work plan based 
on easily communicable objectives for the consultation and adherence of every member of the 
publishing house. 

Establishing a list 

Once the publishing philosophy of the house has been established and a plan of work drawn up, 
theibusinessof establishing a list can begin. 

The first necessity in the establishment of a list is information on competitive titles and publishers 
in each of the areas of intended publishing, together with the estimated population of various 
segments of the market, possible authors and their biodata. With this information it is possible to 
plan the type and number of titles that should be attempted over a given period of time, i.e. 
scheduling and forecasting the market penetration expected. These data allow a publishing plan 
to be constructed so that it will be possible to control the operation of the editorial department and 
to inform production and marketing of the sequence of release of titles. 

In subsequent years (after the first plan) most publishers hold annual editorial/production/sales 
seminars at which the publishing plan for the previous year is critically examined and strengths 
and weaknesses noted. The publishing plan for the coming years is then presented for the response 
of management, production and marketing so that fine tuning to the plan (and the basic publishing 
philosophy) can be made as a result of experience gained. The editorial/ production/sales seminar 
is a very important evaluative tool for top management. 

The key steps by which a publishing list is developed include: 
• identifying and approaching authors, negotiating publishing agreements (sponsoring 

function) 
• assessing sample scripts, casting off, estimating extent and production costs 

(production function) 
• preparing estimate costings based on recommended published prices, identifying and 

projecting expected sales (management function) 
• preparing copy for promotion and publicity (promotional function). 

These tasks are performed by a team that constitutes the editorial department as a whole and do 
not as yet include what is normally understood as the editorial function, i.e. reading and correcting 
scripts (copy-editing). The editorial manager has overall responsibility and usually negotiates 
with authors on advances, royalties and other financial details. He or she also decides book extent, 
use of various production techniques including colour and carries out or approves the costing and 
pricing of the book. 

It is important for the management to approve every title in terms of costs, quantity, and projected 
sales, if possible, prior to the signing of the agreement with the author and definitely before any 
production work commences on the script. This costing aspect of editorial management is critical 
and its lack can lead to wastage of time, energy and money. The editorial manager has. therefore 
to be able to work out the costs of the various stages of the book during production and printing. 
Some of the costs can be obtained from the production department but the manager's personal 
knowledge of current costs of paper, ink, printing and binding will be an asset in streamlining the 
flow of titles. 
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Unit 2 - Editorial Organisation and Management 27 

Establishing a house style 

Style refers to the way in which a publisher treats manuscripts in terms of language, syntax, layout 
and design so that the books show easily recognisable elements of presentation that become the 
'trade mark' as it were of the publishing house. Most of the elements that go towards making up 
this house style are the responsibility of the editorial department, with other aspects being in the 
domain of the designer. It is the house style of the publisher that allows readers to immediately 
identify a particular publisher's books as unique and over a period of time to associate quality with 
them. Good publishing houses prepare for their authors lists of the elements which make up the 
house style and ensure that these are incorporated into manuscripts being prepared by authors. 
The house style becomes in fact the set of standards that the house is going to demand from its 
authors and staff in the process of turning manuscripts into the finished books. 

Among the varied elements that go towards the making of a house style are two key items: 

Organisation of matter 

This includes instructions on arrangements of front matter (prelims), body text, end matter, page 
beginnings, positioning of folio numbers, tables, diagrams, captioning, headings and sub-headings, 
subscripts and superscripts, footnotes, bibliographies, blurbs and review quotations in manuscript. 

Consistency 

Rules must be established regarding usage to ensure consistency of language: spelling, punctuation, 
abbreviations, alternative forms, capitalisation, compound words, syllable division. 

In addition house style will cover grammar, e.g. usage of slang, and factuality, which includes 
legality and perhaps propriety. There may be information on house approved book sizes, 
typography, jacket and cover layout and colour usage. 

The house style may also be reflected in readily identifiable sales materials such as customised 
advance information sheets, author information sheets, advertising layouts, mailers, posters and 
other point of sale material including display racks and cases in order to promote the firm's 
identity. 

EDITORIAL ORGANISATION 

Department structure and functions 

The head of an editorial department is the publishing manager (sometimes known as editorial 
director or editor-in-chief), who is assisted by a number of senior editors (sometimes known as 
sponsoring editors), editors, assistant editors, and in some cases proof readers. In large publishing 
houses there may be production editors who liaise with the production and design departments 
on all aspects pertaining to design and physical production of the book. This function, however, 
is normally performed by individual editors according to the needs of each title in consultation 
with the publishing and production managers. 

Figure 20 is a summary of the functions, work flow and controls employed by various parts of the 
editorial department and management. 

Publishing manager 

This is the most senior editorial position in a publishing house. The publishing manager has overall 
responsibility for the editorial department, maintains close links with or oversees design, production 
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28 The Business of Book Publishing 

THE EDITORAL DEPARTMENT 

WORK FLOW CHART 

Controls used Functions 

publishing agreements, monthly 

statements, editorial/production schedules, 

jacket proofs, marketing plans, development 

plans, costings sheets 

publishing philosophy and corporate 

objectives, financial control, development 

of business 

publishing agreements, monthly, six 

monthly, annual, accounts, sales report, 

productional and editorial minutes, costings 

sheets, cover proofs 

day to day management control, 

supervision of department heads, approval 

of manuscripts, production, financial 

matters and profitability 

publishing agreements, productional/ 

editorial minutes, sales reports, readers 

reports, production schedules, marketing 

schedules, promotional materials, approval 

lorm, costing approval, copyright purchase, 

rights' sales/purchase 

approval of manuscripts acquisition, 

control of manuscriptsf lowand production, 

supervision of editors, editorial 

management reporting, costing approval 

and checking, liaison with other department 

heads, rightsand other sales, legal aspects 

author's register, register of readers, design 

specification sheets, costing sheets, 

production/editorial minutes, promotional 

materials order 

manuscript acquisition, manuscript 

reading, approval of design, negotiation of 

illustrations, liaison with readers of 

manuscript, supervision of editors, 

costings, casting off, blurbs and promotion 

house style manual & reference books, 

readers report forms, part time contract 

forms, production schedule forms, author's 

manuscript receipts 

manuscript reading, checking, subject and 

copy editing, briefing of illustrators, 

designers, maintenance of house style 
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Assistant Editor 

Editor 

Senior Editor 

Publisher 

Managing Director 
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Unit 2 - Editorial Organisation and Management 53 

PUBLICATION PROPOSAL 

From (name of project group) 

Date Series 

Book category Commissioned 

MS expected (date) Proposed title 

Author/Editor 

Publication date Print run Projected price 
* 

Notes on author 

Synopsis and reasons to justify publication 
(attach separate sheets if necessary) 

Readers' reports 

Rival publications 

Market aimed at (primary and subsidiary) 

31 
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54 The Business of Book Publishing 

it be paid? Sometimes half is paid on signing the contract and the remaining half on delivery of the 
approved fir.al typescript. 

As payment to an author is an important element in the final decision on selling price of the book, 
it is important for the editor to know whether the royalty should be calculated on a published price 
or on net receipts (the money received after deduction of trading discounts). 

If the book may take some time to reach expected sales potential, a lower royalty may be acceptable 
if it increases on a rising scale with sales; e.g. school books may need a period of sales before being 
accepted. It could be an incentive to the author to stay with the publisher for the next book if there 
is a share in any success. 

When considering a manuscript for publication, editors need to visualise the physical appearance 
and format of the book and to have an idea of the cost of production. 

It is impossible for the production department or the printer to give more than a 'guesstimate' 
without sight of the complete typescript, but it is also impossible for the publisher to judge whether 
or not the company can afford to take the book on without some idea of cost. The adoption of a 
range of standard formats (page size, number of pages, binding materials, etc.) is useful for this 
reason. An additional advantage is that it helps production departments buy paper and printing 
more cheaply, but a disadvantage is that some editors and designers might resent limitations on 
their freedom. It helps the publisher to form an idea of new title costs. 

It is important at the planning stage to know how many and what kind of illustrations are wanted. 
If colour printing calls for too high an investment, it may be best to abandon the idea at the start. 
Investment decisions are influenced by the time taken to sell the first printing - How long will 
money be tied up in the particular book before appreciable sales revenue is received? 

A specification form helps the editor to think about format and stages in manufacture and it helps 
production staff and /o r printer to give advice on probable costs. It is necessary to bear in mind the 
time it will take to get the book written and that inflation over the period is inevitable. This needs 
to be allowed for in the guesstimate. 

At this guesstimate stage only limited information can be given. Design, format, paper, illustration 
are sometimes determined by the needs of the market and not by the editor. 

There are many ways an experienced designer and production department can help the publisher 
to reduce production costs if economic production is essential to give a competitive selling price. 
The editor therefore must know enough about production to ask the right questions and 
understand the advice. 

An editor needs to be aware of ways of maximising expenditure, such as: 
• If there is insufficient money available for a good artist for illustrations, photographs 

can be used. 
• More expense might be given to the jacket or cover of fiction and general books and 

less to paper quality. 
• Good design is not necessarily expensive. Intelligent layout of text can make up for 

poor paper or printing. 
o In producing a series of books, can they be so designed as to print two-up? 
• Can photographs and illustrations be batched and bound into the book in one section? 

Publishers need to have close contacts with their main suppliers - printers. A steady relationship 
with two or three reliable printers is to be preferred to shopping around (see Figure 29 on page 48!). 

If the printers are inexperienced, publishers need to know a lot about production and to give 
guidance. Publishers usually employ a production manager, possibly recruited from the printing 
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Unit 2 - Editorial Organisation and Management 55 

industry. It is easier for an experienced and trained printer to understand the business of 
publishing than for a graduate employee in publishing to grasp all the technical intricacies of 
printing. This is especially true in the common situation where the printers are using both 
traditional typesetting and printing methods as well as modern computerised new technology. 

Estimating sales 

Accurately estimating the number of books which will be sold is the hardest question of all posed 
on a proposal form. The editor is in effect setting a goal and it must be set in consultation with those 
who have to sell - the sales team. 

For financial planning reasons it is necessary to establish whether the fixed costs - origination, 
plates, etc. (which are incurred whether one copy or 10 000 copies are printed) - are to be recovered 
from the first printing or spread over two or more printings. This choice is especially relevant to 
educational books which are designed to be used over several years. The first year's sales of a book 
may be rather slow while it is becoming accepted. Rather than printing the total number expected 
to be sold over several years and tying up too much capital the publisher may print enough for say 
12 or 18 months and plan for a reprint at the end of the period. This spreads the fixed costs over the 
two printings and helps to keep the selling price down. 

For the publisher to make the right decision, the costs of the reprint must be known, along with the 
probable inflation rate and whether reprints can be printed reasonably quickly. These must be 
considered against cost of tying capital in longer print runs and also cost of storing so many copies 
over a period of time. Like all management decisions, it is a question of balance. 

THE FINANCIAL ASPECTS OF LIST BUILDING 

Often the most difficult decisions to make in a publishing project are: 
• Number to print 

This decision must be influenced by the size'of the market, speed of sale, speed of 
reprint. 

• The published price 
This is influenced by the above but also, by questions such as price elasticity, 
e.g.whether there is market resistance above a certain price. 

They have to be looked at together because they are so closely related. 

If the factors that influence these decisions are not fully understood by those responsible for list 
building, there is likely to be failure to meet expectation however well the company is managed 
or however well the publishing projects are planned. 

The p u b l i s h i n g p roposa l 

Figure 31 on page 53 shows a proposal form. There is another side to the form (Figure 32) which 
encourages editorial planning as it prompts editors to do the necessary research into the market 
and to get an idea of what the book or series of books will cost to produce and of its possibilities. 

The decision to publish may be taken in some firms before detailed discussion of print number and 
publishing price; i.e. it has been taken on the basis of the information on the first side of the form 
only. Such a decision may be premature until financial equations have been considered and the 
information on the second side of the form has been completed. 

This section will demonstrate different approaches to decisions on print number and published 
price and their influence on the profitability of the company. 
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56 The Business of Book Publishing 

PUBLICATION PROPOSAL 

Contract negotiated with author/agent 

Special editions/rights sales 

Production estimates (see attached worksheet for details) 

Publication date: 

Free copies: 

Print run for months 

Fixed costs 

Edit 

Comp 

must 

Price: HB 

Format 

Sales 

Home 

Export 

Bk club 

. . .PB. . . . 

D 

Free 

Totals 

Royalty terms 

Advance 

Home 

Export 

Book club 

Other 

32 

%to 

%to 

% There 

% net re 

% net re 

Manufacturing costs 

Qty 
Print 

Paper 

. Extent 

isc 

Qty 
% 

% 

% 

(qty) 

(qty) 

after 

cpt 

cpt 

HB 1000 r/o 

Jkts 

Bind 

Illustrations h/t 

Hardback Paperback 

Rev Qty Rev 

Costs HB/PB 

1st print 

Production - fixed 

- manufacturing 

Royalites - home 

- export 

-book club 

- Other 

Total 

Gross profit 

As % of sales 

PB 1000 r/o 

Cvrs 

Bind 

line 

Reprint 

Qty Rev 

2nd print RP HB/PB 
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At the point where a definite publishing proposal exists, many of the key personnel involved in 
editing, production and marketing would have already been involved. Editors may have either 
had to make pricing decisions themselves or been told to follow a formula for arriving at a price 
on a standard scale. 

Figure 33 shows what is commonly called the mark-up method of pricing a book. The mark-up 
figure, in this case 5, is usually decided by the finance department to give the desirable contribution 
from each book to overhead costs. The mark up is the assumed margin which allows for trade 
discount, royalties, overheads and profit. 

In this example the bound unit cost per copy is multiplied by 5, regardless of print run, to establish 
the published price. 

If the editor's opinion, confirmed by sales department, is that the maximum retail price is $4.00, the 
editor will be under pressure to make the print run 10 000 copies. This is the minimum figure which 
will give the correct unit cost for the required margin between cost and published price to be 
achieved. 

The effect of printing 10 000 copies would be to maximise the interest investment in stock and 
extend the period over which it will sell. The greater the sfcock, the higher the risk elements (e.g. 
change in market demand, deterioration in warehouse). These factors may negate the advantage 
of obtaining the correct theoretical level of mark up. 

The mark up by 5 may give what appears to be an adequate profit on sales. However, it is important 
to ask: What is an adequate profit? Should it be measured against sales? Should it be measured 
against return on funds invested or employed (i.e. the net assets employed by the company)? Note 
that in Figure 35 it is clear that the mark-up factor gives the minimum price. It may be a good 
marketing decision to fix the price above this figure. 

In Figure 33 the profit measured against sales can be considered adequate if all 10 000 copies are 
sold. But by printing 10000 (rather than a smaller quantity) the funds employed will be larger and 
therefore the return on funds reduced. In this case the profit may not be adequate. 

The published price may be fixed according to the format of the book, market and competition (i.e. 
it is based on the nature of the goods being sold). The print number can then be chosen to give the 
required margin within a fairly wide variation of expected sales. 

Figure 34 shows two methods of establishing the quantity to be printed in relation to expected sales. 
The correct sequence of action is to establish the quantity and then determine (on consideration of 
quantity in relation to production cost) what minimum published price results from the chosen 
print run. This example is concerned with the minimum price that will give the desired return. If 
a higher price can be charged, then this should be done and the result will be greater than 
expectation. 

Both the suggested wrong and right approach start by estimating sales potential. The decision to 
publish should only be reached after preliminary costings have been obtained and the optimum 
print number and economic published price have been established. This information is essential 
to decide whether the editor should enter into a contract with an author or not. 

A deliberate decision to publish at an uneconomic publishing price might be taken after reviewing 
the information. In these circumstances all concerned with the results of publishing decisions will 
know to take account of reduced expectation in their plans. 

Reasons for accepting an uneconomic published price may include: 
• the need to maintain copyright (particularly in reprints) 
• goodwill towards an important author 

ATTENTION: The Singapore Copyright Act applies to the use of this document. Nanyang Technological University Library



58 The Business of Book Publishing 

PRICING - MARK-UP METHOD 

Origination costs (i.e. costs incurred in composing, etc. which will not recur on reprint). 

Machining, paper, jackets, etc. which in this case equal $0.50 per copy irrespective of the 

number of copies produced. 

THE PUBLISHING PROCESS 

1 Wrong order 2 Right order 

a) Estimate sales potential 

b) Obtain cost estimates 

c) Decide to publish 

d) Fix publishing price 

e) Decide on print number 

The figures may be tailored 
to fit in with the original 

a) Estimate sales potential 

b) Obtain preliminary cost estimates 

c) Calculate optimum print number 

d) Calculate economic publishing price 

e) Decide whether to publish 

The decision to publish or not can 
be taken with all the figures to hand 

34 

33 

Print number Fixed costs* 

S 

Run-on cost** 

$ 

Total cost 

$ 

Bound unit cost 

$ 

Multiple Pub. price 

$ 
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0 value of subsidiary rights (e.g. paperback, serial, translation etc.) 
• introduction and establishment of a new author. 

In general - but not always - the basic objective of a business is to achieve profit related to the funds 
invested rather than relating it to sales. A decision to concentrate on satisfactory percentage profit 
on sales revenue can be dangerous and has been described as a one dimensional approach. 

Figure 36 shows why profit based on sales can be dangerous. Both A and B have identical sales at 
the same (10%) profit percentage on sales. B, however, employed three times the capital employed 
by A. Therefore A is three items more efficient in financial terms than B - its return on funds 
employed (return on capital) is 30% as opposed to 10%. 

In general terms, the return on capital should be greater than the interest the company could earn 
if the capital was invested outside the firm. 

Consider company B in Figure 36. The following remedial measures should be considered: 
• cutting capital employed (perhaps by reducing print runs and stock levels). In 

publishing companies stock levels are the major part of funds employed. 
• increasing profit margins (by increasing prices a n d / o r reducing manufacturers' costs) 
• a combination of these. t 

This example clearly illustrates that return on funds employed is a more reliable indicator of 
success than expressing price as percentage revenue. 

O p t i m u m print numbers 

The first question to be answered is: Given an expected level of sales, what print number will earn 
the min imum return on money invested compatible with the money available and the risk 
involved? 

There is no mathematical formula to cover every title in every circumstance. For example, if cash 
availability is severely limited and the primary management requirement is to conserve cash, short 
print runs will use less cash leaving more for other purposes. It may be correct to sacrifice profit 
and return on funds in order to conserve cash. Printing decisions will obviously have a fundamental 
and direct bearing on the funds employed: the longer the print run, the greater the amount of 
money tied up in stock. 

It is necessary to obtain the best mix of profit and capital investment in normal market circumstances. 

We saw in Figure 33 that increasing the print run reduces unit cost. This also gives profits which 
are larger in absolute terms. However, there is one cost which increases directly in proportion to 
the level of stock: interest has to be paid on money which is borrowed to finance the stock holding. 

Figure 37 shows the effect of increasing the print run on the interest to be paid. The interest is based 
on average investment multiplied by the number of years for which the capital is invested. In this 
example 15% is used, but publishers will, of course, base their calculations on the relevant bank 
rate or equivalent. As the print run increases from 5000 to 10 000 (double) the interest cost increases 
from $525 to $1800 (almost 3.5 times). Increasing the print run to 20 000 (4 times) increases the 
interest cost to over 12.5 times. The effect of increasing the print run can be seen to cause a 
disproportionate increase in interest costs. 

Even if companies have cash surpluses (and so do not need to borrow money), the calculation is 
still relevant because their funds could be invested outside the business and be earning interest. 

We therefore have a situation where increasing the print run reduces the unit cost while at the same 
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EXAMPLE OF PUBLISHERS'MARK-UP SCALE 
(Multiply manufactured cost by factor given below to arrive at minimum price) 

Average royalty 
0/ 
/o 

Average discount -% 

35 

PROFIT MARGIN 10% 

WHERE IS THE PROFIT? 

Company A ($) Company B ($) 

Funds invested/employed 

Sales per annum 

Profit marg in-10% on sale 

Return on funds employed* 

'Return equals the effective interest (profit) on the investment (funds) 

36 
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time increasing interest costs. Somewhere there is the point at which the two costs taken together 
are at their lowest. This is called the optimum print number and it will vary from title to title. 

Figure 38 shows two calculations of the optimum print number. Although the unit cost per copy 
decreases steadily as the print run increases, the interest addition increases. The unit cost per copy 
including interest decreases, but it reaches a minimum at a certain point after which it starts to 
increase. This minimum point (6000 print run for Title A and 20 000 for Title B) is the optimum print 
run. 

In some companies, particularly those using external warehousing contractors for storage, 
warehouse storage charges might be added to the interest charges. 

Having seen how to establish the optimum print number let us now look at how to find the correct 
economic published price in relation to the production cost. This is done by examining the profit 
results and financial ratios of the company and applying the required percentage return on funds. 

Figure 39 is based on budget rather than actual historic cost, but the principle is the same. 

The starting-point is that each company has set the objective for a 25% return on funds invested 
(line 9). This means that Company A must achieve a profit of $1/25 000 (line 10) because it has funds 
of $500 000 (line 7) (25% of $500 000 = $125 000), Company B must achieve $250 000 (25% of $1 000 
000 = $250 000) and Company C $375 000 (25% of $1 500 000). 

Moving to line 22, if overheads, subsidiary rights income, stock depreciation and royalties are 
known we can deduce the sums on lines 17,18 and 21 and work out the figure on line 14. This is 
called the cost of sales and can be expressed as a factor of gross sales (i.e. sales before discount, line 
11). For Company A with gross sales at $3 million (line 11) and cost of sales $825 000 (line 14), the. 
factor we calculate is 3 000 000/825 000 = 3.6. 

The importance of this figure is that it gives us the multiple to apply to the unit cost of a title (line 
14 of our table gives us the total cost of all the titles) to find the economic published price (line 11 
is the corresponding figure for all titles). This calculation is shown in lines 24 and 25. If this 
calculation (3.6 x unit cost) is applied to all books published by Company A, there will be a 25% 
return on funds as required. 

Note that cost of sales % (line 23) is the highest and profit % (line 26) lowest for Company A. 

Cos t ing ind iv idual titles 

Publishers need a title costings form, similar to that shown in Figure 40. It is a summary of the 
production estimate, combined with the expected sales revenue less direct costs, and enables the 
editor to establish the likely profitability of a new title or reprint. 

Note that the production costs are divided into two categories: 
• fixed costs (typesetting, drawing illustrations, etc.) are those which occur only on the 

first printing 
• variable costs (paper, jacket, binding) increase proportionately with the number of 

copies printed and apply also to reprints. 

It is essential to enter the correct information on contractual royalties, sales discount (e.g. the 
number which will go to the home market, the number expected to sell in export markets at 
different discounts and any bulk orders at special discounts) and also the expected number of free 
copies. 

This information forms the basis of our calculations. 
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CALCULATING THE OPTIMUM PRINT NUMBER 

Title A - assumptions 

• Sales estimated at 2000 copies per annum 

• Production costs are: 
- fixed $1000 
- variable $1000 per thousand copies 

Print numbers 

Fixed costs 
Variable costs 

2000 
(1 year) 

4000 
(2 years) 

6000 
(3 years) 

8000 
(4 years) 

Interest addition at 15% pa 
on average investment 

Cost per copy 
Cost per copy (incl interest) 

$ 

1000 
2 000 

3 000 

225 

3 225 

$ 

1000 
4 000 

5 000 

• 

• 750 

5 750 

$ 

1000 
6 000 

7 000 

1575 

8 575 

$ 

1000 
8 000 

9 000 

2 700 

11700 

1.50 
1.61 

1.25 
1.44 

1.17 
1.43 

1.13 
1.46 

Title B - assumptions 

u Sales estimated at 20 000 copies per annum 

• Production costs are: 
- fixed $1000 
- variable $500 per thousand copies 

38 

Print numbers 

Fixed costs 
Variable costs 

10 000 20 000 40 000 60 000 80 000 
(0.5 year) (1 year) (2 years) (3 years) (4 years) 

$ 

1000 
5 000 

$ 

1000 
10 000 

$ 
1000 
20 000 

$ 
1000 

30 000 

$ 
1000 

40 000 

Interest addition at 15% pa 
on average investment 

Cost per copy 
Cost per copy (incl interest) 

6 000 

225 

11000 

825 

21000 

3150 

31000 

6 975 

41000 

12 300 

6 225 11825 24150 37 975 53 300 

0.60 
0.62 

0.55 
0.59 

0.53 
0.60 

0.52 
0.63 

0.51 
0.67 
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CALCULATION OF ECONOMIC PUBLISHED PRICE 

Line no 

1 

2 

3 

4 

5 

6 

7 

8 

9 

10 

11 

12 

13 

14 

15 

16 

17 

18 

19 

20 

21 

22 

23 

24 

25 

Budget - balance sheet end year 

Fixed assets 
Stocks 
Debtors & advances 

Less: creditors, royalties etc. 
other current liabilities 

Funds employed 

Stock in no. month sales 

Required return on funds 

Profit requirement 

Budget - profit and loss account 

Sales at published price 
Less discount at 33.5% 

Sales at retail value 
Less: cost of sales 

royalties & advances w/o 
stock depreciation 

Gross margin 
Add: subsidiary rights etc. 

Less: overheads 

Profit 

Cost of sales percentage 
Mult iple-cost: pub price. 

Title with production cost of $2.00 
will have economic pub price of 

Company A Company B Company C 
$000 $000 $000 

50 
500 
450 

1000 
(350) 
(150) 

500 

3 months 

25% 

125 

3000 
1000 

2000 
825 
350 
50 

26 Profit percentage on sales 

41.3% 
1:3.6 

$7.20 

6.3% 

50 
1000 
450 

1000 
(350) 
(150) 

1000 

3000 
1000 

2000 
650 
350 
100 

32.5% 
1:4.6 

$9.20 

12.5% 

50 
1500 
450 

2000 
(350) 
(150) 

1500 

6 months 9 months 

25% 25% 

250 375 

3000 
1000 

2000 
475 
350 
150 

1225 

775 
50 

825 
700 

125 

1100 

900 
50 

950 
700 

250 

975 

1025 
50 

1075 
700 

375 

23.8% 
1:6.3 

$12.60 

18.8% 

39 
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CALCULATING GROSS PROFIT 

Contract negotiated with author/agen 
Special editions/rights sales 

• 

t Royalty terms and advances 
Home sales: 10% of published price 
Export /special sales: 10% price received 
Advances: nil 

Production estimates (add work sheets it required) 

Fixed costs 
Outside editor 
Artist 
Index 
Corrections 
Permissions 
Composition/plates 
Miscellaneous 
Total 

Format 246x189 
Extent 192 pp 
Published price 

Sales 

Home 
Export 
Special 
Gratis 

Publication date 

Other data 
Gratis budget 

Print run for 
1st ptg 9 months 
RP 12 months 

40 

-

$200 
$120 
$100 
$160 
$760 

$1340 

Har 

Disc 

33.3% 
45% 
50% 

<t 

200 1st ptg 
100 RP 

Variable costs (per 1000 copies) 
Printing text ) 
Printing covers/jackets ) $640 

Paper for text ) 
Paper for c/j ) $320 
Binding $400 

Total $1360 

Binding Illustrations 
d Paper Limp 12 line/6 ht 

$7.00 

Sales quantity 
1st print 
3000 
1800 
— 

200 
5000 

Reprint 
2500 
2400 
100 
100 
6500 

Deduct costs 
Production: fixed 

variable 
Royalties: home 

export 
Sheets/spec editions 
Other costs 

Total costs 
Gross profit 
Gross profit as % 
of revenue 

Sales revenue 
1st print 

14007 
6930 
— 

20937 

Reprint 
11672 
9240 
5250 

26162 

1340 
6800 8840 
2100 1680 
693 525 
— — 

— — 

10933 11045 
10004 15117 

47.8% 57.8% 
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Sales revenue 

The published price is $7.00. Therefore the cost of the first printing is: 
home 3000 x $7.00 x 66.67% = $14 007 
export 1800 x $7.00 x 55% = $6 930 
total $20 937 

It is convenient to express the revenue as the percentage to be retained by the publisher; i.e. a 33.33% 
discount to the customer results in the publisher receiving 66.67% of the published price. 

The calculation relates to net books (those which have a price set by the publisher, a price below 
which they will not be sold). For non-net titles the actual selling price would be categorised as sales 
revenue. 

Production costs 

First printing: fixed costs $1340 
variable costs 5000 (first print run) x $1360 = $6800 

Royalties 

First printing: home 3000 x $7.00 x 10% = $2100 
export $6930 x 10% = $693 

Take care to ensure that if the contract stipulates royalties on a rising scale related to increased sales, 
the higher rate is applied at the appropriate stage. 

The gratis or free copies are charged against production costs as they are included in the total print 
run. As they bring in no revenue they are carried by sales of the other copies. They are not included 
in royalty calculations. 

Total cost 

The total cost is the sum of production costs, royalties and other relevant charges (e.g. picture 
research fees, permission fees). 

$1340 + $6800 + $2100 +£693 = $10 933 

Gross profit 

Also called gross margin, this is the total sales revenue less the total cost. 
$20 937-$10 933 = $10 004 

Gross profit percentage 

This is an expression of the gross profit as a percentage of total sales revenue. 
First printing 10 004/20 937 x 100 = 47.8% 

Similar calculations will be done for the anticipated reprint but no fixed costs will be charged as they 
have been recovered in the original print. 

This proposal form (Figure 40) bases its calculations on gross profit only. No account is taken of 
overheads (i.e. running costs) of the business. The objective is to produce adequate gross profit in 
percentage and money terms to cover the expected costs of running the business and allow for an 
acceptable level of profit. 

As in all exercises and examples, the form assumes that there will be no overstocking: every copy 
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printed will be sold or given away for promotion. Only consideration of past performance of books 
on former proposal forms can give a guide to accuracy of this assumption. 

Assessing the validity of a publishing proposal 

The following questions need to be asked before deciding whether to publish or not: 

a Is the average gross profit percentage high enough to contribute to a net profit? The 
prevailing overhead costs would need to be calculated as a percentage of sales to 
answer this question. For example, in Figure 40, the average gross profit percentage is 
52.8% ([47.8% + 57.8%l/2) and if overheads are 40% of sales revenue, the net profit 
percentage would be 12.8%. 

b Is the average gross profit, in monetary terms, large enough? This can only be answered 
by relating the monetary costs of overheads in the coming trading period to the 
expressed gross profit contribution from all new titles, reprints and existing stock sales. 

c Is the print decision excessive? In the case of Figure 40 where the first print (for 9 
months) and reprint (12) have a total life of 21 months, it is not. If there is any doubt the 
interest calculations (see Figure 37) should be carried out to establish the optimum 
printing number. 

d Are there adequate liquid resources to finance the proposal? It may be necessary to 
reduce both print numbers and consider a second reprint to conserve limited cash, even 
though the overall gross profit will decline. 

c Should all copies be bound up at the start? This too is a factor of liquidity. Money could 
be spent now to achieve a possible reduction in the cost of binding, but the decision 
could leave bound copies unsold. 

/ Should the first print be even shorter to reduce the risk? All publishing has unavoidable 
risk. It might be wise to restrict the first printing to test the market. This will reduce 
gross profit but at the same time reduce the risk to funds. If the market is sound, correct 
levels of profit can be made on subsequent reprints, based on the optimum print 
number criteria. 

g Is the proposed publishing price related correctly to the market? This can only be 
answered by consideration of perceived value as well as comparable books from 
competitors. It assumes that the gross profit is adequate and that a higher price is 
considered to increase profits. 

It should be possible to answer all these questions. Other factors may be put forward to add to the 
criteria for making the decision to publish or not; e.g. company circumstances might be a 
determining factor. 

Publishing is continuously changing and it is vital that changes are recognised as quickly as 
possible. Even where existing print runs give correct profit percentages and required return on 
funds a monitoring system must be established to check actual against expected performance 
regularly. 

For example, sales of new titles should be compared with sales on the publishing proposal form; 
variations should be followed up. Are they caused by the title itself or the subject area generally? 
If the latter is the reason, the list policy will be affected and senior management reviews should be 
carried out to avoid compounding errors . 

Figure 41 shows two monthly reviews which enable management to monitor sales easily. In the 
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SALES TO PRINT SCHEDULE 

JANUARY/OCTOBER 

Month Author Title Cat Pub 

ot pubn price 

Jan Smith Water Melon F $7.00 

Feb Brown Pink Dawn G $6.50 

Print Total 

no sales 

10 000 3120 
5000 2640 

Home 
sales 

2080 
1940 

SUMMARY JANUARY/OCTOBER 

Fiction 
Number of titles 

Books printed 

Books sold: home 
export 

Total sales 

% sold 

General 
Number of titles 
Books printed * 

Books sold: home 

export 

Total sales 

% sold 

Total 
Number of titles 

Books printed 

Books sold: home 

export 

Total sales 

% sold 

41 

This year to date 

20 
180 000 

60 420 
33 200 

93 600 
52 

10 
50 000 

18 200 

11800 

30 000 

60 

30 
230 000 

78 600 

45 000 

123 600 

54 

Export Month's % 
sales sales sold 

1040 156 31.2 
700 102 52.8 

Last year to date 

18 
170 000 

50 600 
34 400 
85 000 

50 

6 
30 000 

10 300 

6 200 

16 500 

55 

24 
200 000 

60 900 

40 600 

101 500 

51 
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SALES AND STOCK 

JANUARY/OCTOBER 

This year to date 

General 

Number of titles in stock 20 

Total copies in stock (sheet + bound) 60100 

Stock per title 3 005 

Total copies sold . 25 300 

Sales per title 1 265 

Increase (decrease) in stock per title 7% 
Increase (decrease) in sales per title (4%) 

42 

-

Last year to date 

18 

50 400 

2 800 

23 760 

1320 

first, each title is analysed for the current month's sales and the year to date. The summary 
compares the sales of titles by category with the previous year. 

Figure 42 examines this in more detail. It shows a review of backlist or stock sales in the General 
list. Movements of backlist titles must be considered seriously too. If negative they indicate 
imminent overstock problems with consequent fall in profits, increase in funds and possible 
liquidity crisis. There would be1 a separate analysis for each category and an overall summary for 
each publishing department and the company as a whole. 

'.••jb'i^her .':\G n i l </ai:s'.: *;r-
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• Factual material - this must be meticulously checked, missing facts identified and 
irrelevant and inappropriate facts removed after discussion with the author 

• Permissions - all statements should be documented and permission to use copyright 
material obtained and recorded. 

Editorial co-ordination and control 

Delegation of authority and the scope for individual action will depend on the size and structure 
of the publishing operation. In very large publishing structures publishing managers may delegate 
to senior editors some of their management responsibility. The senior editor might then be 
required to work out costings, undertake management tasks and so perform little copy-editing 
only. 

An editorial manager's tasks include the acquisition, registration, assessment and treatment of 
manuscripts to the stage where they are handed over to production. To function efficiently in this 
process the editorial manager would 

• delegate to subordinates the functions of manuscript registration and safekeeping 
• devise checklists to show the exact situation of work current on any given manuscript 

at any time 
• devise programmes for the training of new staff members so that they are aware of the 

publishing philosophy of the house and the house style followed 
• ensure that the films, artwork and other materials accumulated by the operation of the 

department are safely kept. 

Most publishing departments of necessity maintain an editorial library; some accumulate picture 
and artwork libraries so that suitable illustrations can be identified and copyright permission 
sought in good time. 

Some of the controls that the editorial manager can use to ensure co-ordination and control of the 
department have been mentioned earlier. 

Evaluation 

The editorial department is t&e generator of the publishing house as it supplies the materials that 
make the working of the other parts of the house possible. If the editorial department fails to 
produce sufficient good quality manuscripts for publication the fortunes of the entire house are 
affected. The editorial department is thus rightly the point of focus for top management. 

The choice and suitability of publishing management can make or break a new or even a well 
established publishing house. Publishing managers must understand the necessity of building up 
backlists and must concentrate on titles which will establish the house's reputation as a good 
publisher and not cause financial problems. Any evaluation of the editorial department or 
publishing management usually revolves around the following questions: 

• Is there a recognisable house style which is equated with quality in the trade and 
among readers? 

• Is there a list of titles of uniform quality forming the backlist that will continue to sell 
from year to year? 

• Have the titles selected and published by the department been consistently financially 
successful? 

• Has the house been able to attract to its lists authors of known reputation? 

If the answers to these questions are in the affirmative, then the editorial department has been 
functioning successfully and the management has been good. 
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Thus the evaluation of the editorial department and of the publishing manager must rest with the 
artistic and financial success of the books published and on their societal impact. The societal 
impact of books reflects the publisher's reputation and can be judged from book reviews and other 
comments in the media and in the nature of unsolicited material for publishing sent to the 
publisher. 

P r epub l i ca t i on p l a n n i n g 

If the company adopts the open approach to publishing decisions as discussed earlier, colleagues 
concerned with promotion and selling will have had early warning of forthcoming titles at the 
proposal stage. 

This should be followed up by information from the editor to assist in planning of promotion and 
sales targets and to provide material for 'blurb' and catalogue entries. 

The editor is the only one in the company at this early stage in the book's life who knows what the 
book is about and has a clear idea of its market. 

This information often takes the form of an advance information sheet which needs to contain 
certain information, including: 

• details of the author 
o the ultimate market 
• what rights have been sold, and where 
• brief description of the book 
• a 'unique selling point' - why this title is better then the competition. 

Authors, particularly of educational works, are a good source of market information. The editor 
should encourage the author to give as many ideas about promotion of the book as he or she wishes 
and should request the author to complete an author's questionnaire. This, when received, should 
be passed by the editor to the promotion department. 

Figure 21 is an example of an author's questionnaire. 

P r e p r o d u c t i o n p l a n n i n g 

The purpose of planning is to enable the available resources of time, machine capacity and cash 
to be used economically and to good effect. 

Preproduction planning can begin as soon as the idea for a particular book has been discussed with 
the author and there is some tentative information available. This will allow the book to appear for 
the first time on a publisher's progress list, even if at this stage it is represented only by an ISBN, 
the author's name and a provisional title. 

Although it may take some time for more details to be assembled, the publishing team will have 
been made aware of the book's existence before contracts are signed. They can start asking 
questions and gathering information for preliminary production planning. Preliminary discussion 
can be held with suppliers. 

In some cases it may be important for the most economic production that the typescript is prepared 
in a particular way and briefing is given to the author about supplying illustrations. Everything 
possible should be done at this stage to avoid wasted effort later. The carpenter's adage 'measure 
twice, cut once' has special relevance for everyone involved in turning ideas into books. 
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