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Differentiation between changes, the use of methods and means leading to a
successfully implementation and to an efficient use of human, material and
financial resources, as well as the involvement of top management and the setting
up of an organizational culture that integrates continuous improvement are the
main issues management has to deal with in order to follow up favourable changes.
The paper outlines in its first part the stream of thinking and actions to follow in
order to increase the effectiveness and efficiency of changes. These elements are
concentrated in the methodology of achieving organizational changes proposed by
the authors. The second part presents a case-study on Transilvania University
Library, comprising: an analysis from the change management’s point of view of
implemented changes in the university library in the last decade; the priority of
changes for the next years, taking into account the library’s strategy and the results
of the diagnosis-analysis of the management system.

2. The methodology of achieving organizational changes

Recent years were for the libraries a period of faster, greater and more dramatic
changes than has ever before been experienced. The omnipresence of the new
technologies, the ever-increasing cooperation, the globalization as premises of the
evolution towards the Global Information Society, the emphasis on quality, the
diminution of the financial resources are the main agents imposing the change of
libraries.

Implementing the necessary changes for the academic libraries is no easy job as it
requires a differentiation between changes to ensure the coherence of actions
within the available resources. It is also important to use planning and control
methods that contribute to reduce the span of the change process and to optimize
the use of resources. Finally, it requires suitable structures, staff training and
overcoming the resistance to change. All these respects are subjects of change
management — a distinct discipline whose key-aspects - in point of increasing the
success and the efficiency of organizational changes — we present.

The concept of organizational change, as defined by the management theories, is a
significant, extended, important change that affects the entire organization or parts
of it. Such changes do not occur naturally, they are changes whose implementation
is the task of the management team. The methodology of achieving these changes
is one of the main issues of change management and it is treated in very different
ways by management theoreticians [Schein, H.E., (1996), Zorlenan, T. et
al.(1996), Popescu, M. (2001)].

The best known approach is the one proposed by Kurt Lewin and E. H. Schein
(1996) that identifies three essential stages in the process of organizational
changes, stages somewhat similar to chemical processes: unfreezing — the trial to
create the reasons for change; moving/implementing change - identifying
solutions adequate to circumstance and applying them; freezing — a new
equilibrium is crystallizing.

From the point of view of implementing changes in the university library, the
methodology presented by Popescu, M. (2001) has the advantage of a pragmatic
approach that defines two major stages of the process of starting and implementing
change: identifying the need of change and achieving change (see Fig.1).
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60 The Change of Libraries

Identifying the need of change aims to establish the favourable changes that may
add value to the organization. In the authors’ opinion the important changes must
be implemented from a strategic point of view; this means that, when establishing
the changes that must be done and their order, the mission and the strategic
objectives of the organization are kept in mind. This way one can avoid the risk of
starting complex and expensive processes that can not be financially supported or
that have little or no effects upon the performances of the organization.
Several studies discussing changes in libraries develop the above idea. Thus, Troll,
A.D. (2001) underlines that the evaluation activity usually carried out in libraries is
not enough in order to plan changes: without knowing the external and the internal
context and the library’s strategy, such an evaluation is of no help in understanding
what changes are relevant and can assure the accomplishment of the library’s
mission. It’s necessary to define clearly the strategic objectives and the main lines
of change that sustain planning changes in the library.
To complete this idea we state that, once the strategy is elaborated it has to be
communicated; making public and discussing the mission, the policy and the
general objectives of the library are means of communication through which the
top management acknowledges everyone concerned its view on the future of the
library and obtains their support. Communicating, informing and involving the
staff are elements that contribute to overcome the resistance to change which is
normal in the case of any major change. The bigger the changes, the greater the
resistance to change and ignoring this is the source of many failures as shown in
many studies on this topic.
Achieving change, the second stage, is a complex process having clearly stated
beginning and ending points and, between, a sequence of three activities:
e the preliminary study or the planning — it’s goal is to define change, to
evaluate the achieving conditions and the expected results;
e projecting the change - it refers to defining solutions and including them
in specific documents;
e implementing and checking the results — it is a stage that, paradoxically,
often raises difficulties because of the resistance to change.
These three activities are intricately interconnected: change is achieved
progressively, but the process is not linear, solutions adopted in one stage are often
rectified in a following one. The amount of innovation the solutions bear, the fact
that change by definition involves contouring and implementing new solutions —
what causes it to seem unique and risky —, the important quantity of resources
involved, the participation of many specialists and actors from different structures
are characteristic elements that render complex and difficult the achieving of
organizational changes. The solution is to approach them as projects, in the manner
proper to project management.
The scheme in Fig.l synthesizes the methodology for accomplishing the
organizational changes, whose application ensures: on one hand — the coherence of
the actions, through relating to the strategy of the organization, on the other hand,
advantages determined by approaching the change as project, by using the project as
“vehicle for the change” [Pellegrinelli, S. and Bowman, C. (1994)], which means,
implicitly, applying the principles and methods specific to project management.

QUALITATIVE AND QUANTITATIVE METHODS IN LIBRARIES - Theory and Applications
Proceedings of the International Conference on QQML2009

© World Scientific Publishing Co. Pte. Ltd.

http://www.worldscibooks.com/compsci/7691.html



Qualitative and Quantitative Methods in Libraries: Theory and Applications 61

Strategy

determining/ placing
changes in hierarchy

The change

Projecting
change

Planning
change

Implementing
change

Closing

0

@ Initiation

Fig.1 Stages of the process of achievement organizational changes

3. Case study

The case study realized at the Library of Transilvania University of Bra ov sets out
to analyze the changes made during the last decade within the university library,
from the perspective of the change management, to present the change priorities
inscribed in the library strategy along the years to follow and to identify the key
factors on whom there depends the success of the change projects.

Transilvania University of Bra ov is an institution of higher education and
research, which enjoys high prestige on the local, national and international level.
It is an extended university, with 16 faculties — 8 are of technical profile and 8 of
university profile, with more than 22.000 students at the university degree,
master’s degree and doctorate cycles, full time and distance learning. In the
context of globalization, of Romania’s integration within the EU, the University
achieved important changes in all fields of activity and structures, in view of
harmonizing with the new requirements and in view of assuring the quality of the
services of education and research. [see the site www.unitbv.ro].

The Library is a structure of Transilvania University of Bra ov, an entity without
its own judicial personality, subordinated to the top management of the university.
The mission of the university library is to ensure the documentary and information
basis necessary for the education process, to enhance and to communicate them, as
well as other services, to the benefit of the information users, facilitating the
diversified and rapid access to all categories of sources.

The documentary patrimony of the Library of Transilvania University of Bra ov
includes: books, serial publications, manuscripts, cartographic documents, printed
musical documents, audio-visual documents, graphic documents, electronic
documents etc. The collections of the Library are constituted and developed
through acquisition, transfer, national and international exchange, donations and
sponsorship. The endowment is ensured through financing from the university
management, as well as through transfers, donations and sponsorship.
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62 The Change of Libraries

The organization and the functioning of the Library observe the provisions of the
specific legislation elaborated on the national level, as well as the internal
regulations of the university. The Library has its own strategies and plans of
activity whose approval by the Senate of the University ensures the integration in
the general strategy of the institution.

Like the university it is part of, the library achieved a series of changes in order to
improve its performance. The synthetic situation of the important changes within
the library, achieved during the last decade is presented in Table 1.

Tab. 1 Organizational changes from the Library of Transilvania University of Bra ov
Objective of the change

Description of the change, period

Concentration of the library
activities and improvement of
the working conditions and of
the documentary  collection
storage

The movement of the Library in a new, large building
centrally placed, easily accessible to the users and also to
the staff. In 2006 there was set up the new free access
room and in 2007 the central deposit for the loan of
publications.

Automation of the processes of
document  management and
communication

Provision with computers, linked in network and
connected to the Internet (since 1997 and permanently
updated); implementation of the Library integrated
software Liberty 3, the fourth in chronological order,
used since 2007.

Access to digital information:
electronic documents, databases,
internet resources

The acquisition of electronic documents and the
subscription to on-line magazines (since the end of the
"90-ies) and databases (after the year 2003).

Improvement of the system of
activity evaluation

Making up reports with respect to the publication
circulation and to the user frequency at the free access
room; Users’ statistic evidence and that of the
publications made up by the loan service; improvement
of the data collection for making up the official statistics
required by the local and central authorities. They are
realized partly automated, the tendency being of
generalizing the automated means of quantitative
evaluation.

Development of the human
resource in the library

Employment, professional training, life-long education
of the staff.

Improvement of the
management structure

Redefining the compartments and the posts taking into
consideration the new strategy of the library.

Optimization of the processes

Analysis, optimization and description
procedures of the key processes.

through

Seen from the perspective of the results, the described actions display a series of
defaults. For instance:

- the relocation of the library became a strategic objective during the year 2005
after the finalization of a building with another initial destination. The placement
of the Library in this building ensured the concentration of the activities and the
amelioration of the working environment, however the adaptation costs were high,
without ensuring the perfect compliance with the needs of the library;

- the automation of the processes of document management and communication is
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likewise questionable under the aspect of the adopted solutions, taking into
consideration that the used software requires expensive hardware resources, and
the results with respect to the performance of the processes were not up to the
expectations;

- the efficacy of the actions undertaken within the library for the access to digital
information may be appreciated as reduced, because of the lack of correlation
between the equipments in the structure of the informatics system, as well as of the
insufficient training with respect to the users’ access to these resources. These
resources did not benefit from an adequate promotion among the users who, to a
too great extent, ignore their informative value and even their existence;

- the modernization of the evaluation system is slowed down by the lack of an
adequate evaluation model and also by the generalized delay of the automated
means for collecting and processing the data, and the efficiency of the evaluation
is also affected by the persistence of the non-trained and disinterested staff in
accomplishing this activity.

- the endowment with sufficient, stable and qualified staff is hindered by the still
low number of librarians with specialized studies from the geographical area, by
the unattractive level of the wages, by the rooting in certain posts of non-efficient
employees, refractory to the new.

The outlined deficiencies are, at least in part, determined by the manner in which
change management was implemented in the university library, both as regards
planning the changes and settling the solutions, and as regards their
implementation. It is to be observed especially the neglecting of the social aspects
with respect to the staff’s training, the resistance to change etc. — as factors which
have negatively influenced the efficacy and the efficiency of the change processes.
The university library will continue the process of the qualitative transformations
during the following period, but in different ways. The aim is at using efficiently
the strategy, as management instrument and at developing mechanisms that should
allow the continuous control and improvement of the library performance through
systematic actions. To this purpose, in a first stage there was carried out the
diagnostic analysis of the management system of the library, whose conclusions
are presented as follows, synthesized in strengths and weaknesses.

STRENGTHS

e There is a strategy of the library, harmonized with that of the university.
The mission of the library and the system of values are published on the site
(http://www.unitbv.ro/biblio/). The objectives are realistic, measurable; the accent
is laid on improving the performance, in order to contribute to ensuring the quality
of the educational and research services carried out by the university. There was
set as priority axis of research the implementation of a system of quality
management, through which there is created the framework for the continuous
improvement of the quality.

e The university and library management has the capability to professionally
approach the changes, evinces competences as regards the ample perspective and
its concretization in valid strategies of development, the settling of the plans for
further action and the provision with the resources necessary for accomplishing
the change projects, the optimization of the structure, the implementation of
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modern methods of management.

e Human resources: the library has 52 employees, among which 32 with
higher education and 11 with higher education in the field. The staff benefited
from training (in IT, quality management) and of mobility exchanges in the
country and abroad.

WEAKNESSES

e Control of the performance: the library achieves the assessment of the
performance every year; however the criteria and the indicators which are used do
not reflect the qualitative aspects of the activity, the effects of the library services
upon the educational and scientific research processes. There is no management
system that should measure the costs of the services/ activities realized by the
library.

e Control of the processes: there has begun to be implemented the
management through processes, however the action is in an incipient phase of
analysis and description of the key processes through procedures.

e Human resources: staff’s evaluation is done in compliance with the law,
however the insufficient resources used in this process make the evaluation not
always relevant. The participation of the staff in solving the problems is unequal
and the rewarding system is non-stimulating.

e Organizational culture: there is no culture of the quality, there are
insufficiently promoted values such as team work, staff’s implication, opening
towards change.

Taking into account the submitted situation, the priority axes for the development
of the capability of the library to continuously improve its performance are the
following:

- People: the continuation of the process of staff training in quality
management, with accent on achieving behavioral changes, on raising the degree
of implication in solving the problems and on team work.

- Users: orientation towards the customers, definition of the requirements and
evaluation of their satisfaction. This implies in the first place the improvement of
the system evaluating the library performance, through the introduction of criteria
and indicators that should better reflect the effects upon the quality of the
educational and research processes. The control will be also extended upon the
costs of the services and of the activities realized by the library.

- Processes: development and implementation of instruments and also of
working and control procedures that should ensure the optimization of the
processes and their continuous improvement.

The achievement of the change processes will be coordinated by the Management
Council of the library. Both the initiation of the projects and their unfolding will be
largely promoted in the framework of the library, for obtaining the feedback and
for attracting the people in realizing the changes. The financing of the projects will
be done from its own funds, but there will be likewise accessed funds from the
Operational Programs (POS DRU - for the development of human resources, POS
DCA - for the development of the administrative capacity).
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4. Conclusions

The existence during the last decades of the university libraries has been
characterized by ample changes, a process that will continue. The achievement of
the changes is an issue of the management library, whose results may be
considerably improved through a professional approach, based on the methods of
the change management. The case study developed by the authors presents the first
sequences of the change program that will be achieved during the years to follow
at the library of Transilvania University of Bra ov, with reference to the
methodology of change elaboration and implementation.
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A Small Library with Big Goals - The Library for
German Language and Literature, University of Tartu

Kaie Oks

Librarian, Department for German Language and Literature
University of Tartu, Estonia

Abstract: | would like to speak about the Library of the Department for German Language
and Literature at the University of Tartu. The University of Tartu is one of the oldest
universities in the Nordic countries, founded in 1632. After the collapse of the Soviet Union
the situation in our country was changing. We had to build up new society, a new
educational system. The example of our library illustrates the developments in Estonia very
well. In many areas we had to start from scratch. When learning foreign languages, it is
natural that the dictionaries, lexicons and scientific literature are at students’ disposal, but in
Tartu it was not so. The first German Professor in Tartu — Claus Sommerhage® - started
establishing a library. Without intensive support of the German and Swiss funds our library
would not exist today. Our library is getting better every day, the students and lecturers use
it more and more often.

Keywords: Developing process; Importance of financing; Closeness to readers; Supporting
the study process; Social gathering place.
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66 The Change of Libraries

1. Introduction

Today | would like to talk about a small library, first and foremost about the
advantages of a small library as a librarian sees them. The role of the library has
changed and is changing all the time but we cannot forget the main mission of the
library — to offer the book and the place for using it. The role of the librarian in a
small library is to be a consultant, a source of information and the person who
keeps the stocks in order.

2. Brief history of the University of Tartu
I will start my presentation with a small overview of the University of Tartu as our
library is a part of the university and it is not possible to observe them apart. The
University of Tartu is the oldest university in Estonia and one of the oldest in the
Northern countries. On 30 June 1632, King Gustav Il Adolf of Sweden signed the
Foundation Decree of Academia Dorpatensis, which marks the beginning of our
university's history.
We can distinguish five periods when we speak about the history of the University
of Tartu:

1. The Swedish period 1632-1710

2. The Imperial Tartu University 1802-1918

3. 1919-1940 Tartu University in the Republic of Estonia

4. 1944-1989 Tartu State University (in the Soviet times)

5. 1991 - Tartu University in the newly independent Republic of Estonia
I only describe three of them as the important ones for my presentation.
The first, the so-called “Swedish period”, is important while it turned a small
provincial town to the university town. The Town Council was interested in having
the university here to restore its former prosperity. Tallinn and Riga were big and
important centres and not at all interested in the university and the noisy and hectic
young men - students.
Sweden in its turn wanted to:

» strengthen the Lutheran religion in the former Catholic country;
e strengthen the presence of the Swedish kingdom.

The students were mostly Swedes and Finns. We are proud that our university is so
old but in fact the university, established during the Swedish period, was not one
of the best reconized universities in Europe.
The university in Tartu functioned with the Faculties of Philosophy, Law,
Theology, and Medicine, enjoying the privileges similar to those granted to the
University of Uppsala. The University of Tartu was closed in 1710 after the
Swedish army had surrendered to the Russian forces after the defeat in the
Northern War.
The second period of the history of the university was 1802-1918 “reopening of
the university”. This period can be characterized as the prosperity of the university.
The Baltic Germans needed the university to educate their children. After the
French Revolution studying abroad was not allowed. Russia also needed its own
university. So in Tartu the European science and the Russian state met. The
Germans wanted to have a small Heidelberg or Gottingen and somehow they
succeeded in it. The official language at the university was German and the
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religion was Lutheran. The 19th century was the period of prosperity of the
university, the scientists K. E. von Baer, J. W. Struve and many others show us the
level of scientific research in Tartu at that time.

The teaching of Germanic languages also goes back to this period and has long
traditions. Already in 1865 the Department for German Language at the University
of Tartu was established. The first professor at the department was Leo Meyer?, a
linguist from Goéttingen who stayed in Dorpat for 33 years. The number of students
increased every day, Rutiku and Kegelmann (2003).

3. Overview of the foundation of German Library

| concentrate my attention on the fifth period which begins in 1991 while at that
time our library was established. After the collapse of the Soviet Union the
situation in our country was changing. We had to build up new society, a new
educational system. The example of our library illustrates the developments in
Estonia very well. In many areas we had to start from scratch. When learning
foreign languages, it is natural that the dictionaries, lexicons and scientific
literature are at students’ disposal, but in Tartu it was not so. The first German
DAAD-Professor® in Tartu — Claus Sommerhage - started establishing a library.
Among the many names the DAAD-Lecturer Claus Sommerhage should be
emphasized. In 1992-1997 Dr. Claus Sommerhage was Guest Professor at the
Department for German Language and Literature, 1997-1999 Extraordinary
Professor. He innovated new curricula in teaching German literature, especially
Modern German Literature. Since his coming only the overview courses had been
taught. He started with analytical literature seminars, Rutiku and Kegelmann
(2003). The most important thing he did for the department was establishing our
library. He knew that without a library teaching literature was impossible. As
Sommerhage had said we had a couple of copies of the novel Aula by Hermann
Kant on our shelves.* He was right. He started looking for funds in Germany and
Switzerland, he used his own connections and personal charm. Without intensive
support of the German and Swiss funds our library would not exist today.

4. Financing, programmes, funds

Our library is unique because until 2003 there was no budget for it. Nevertheless, it
was increasing with every day. At the beginning many books were donated to our
library. Tartu is an old university town and professors and lecturers had their own
very good libraries. Many professors and lecturers decided to give their German
books to our library.

The theatre “Vanemuine” liquidated its library in 1999 and we received all their
books in the German language. From there we have our 23-volume complete
works of Dostoevsky from 1922 which is considered to be the best Dostoevsky
translation since then.

The oldest book in our library dates back to 1780°.

We also received books from our German friends. More than 15 years Professor
Norbert Nail from the University of Marburg equipped us with every kind of books
and journals about the German language and linguistics.

Since 2001 our library is in the project of Gebert Ruf Fund - the Swiss Baltic Net
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for the Swiss Libraries and Swiss Literature in the Baltic States. We can order
German Swiss literature every year for 1000 ChFr. The sum is not big but very
valuable for our library. The project also coordinates the work of Schweizer
Lesezimmer in the Baltic States. We meet every year in Lithuania, Latvia or
Estonia to present our annual work and discuss our problems. These meetings are
always useful and interesting. This time the meeting takes place in Vilnius

In 2005-2007 our library was involved in the programme “Menschen und Biicher”
(People and Books), an initiative of the Goethe Institute for Central and Eastern
Europe. For our library it was a great privilege to be involved in the programme
because our financial resources have always been limited. This time we could
order books necessary for us and all our lecturers were involved in the ordering
process. So we could efficiently enrich our library and every lecturer could order
books for his or her course. The budget was 15, 000 EUR and we could also invite
a German author to Tartu.

5. Department libraries at the University of Tartu

Since 2003 the University Library has pursued the policy of supporting department
libraries. Until then the status of a small department library was obscure. At the
Department for German Language and Literature the library policy was always
clear. We needed a well equipped library for students and lecturers, we were for
the open access. Since 2002 our books are in the library system INNOPAC, which
makes every process with books very easy and transparent. Sometimes the
department libraries are in a bad state, the books are available for very few readers
but our policy was different from the very beginning. When we do have a book,
people must know about it, they must have access to it.

6. Importance to the students and lecturers

One of the priorities of our library is its closeness to students and lecturers. We
are informed of every need very quickly and for the students it is comfortable that
everything about one subject (German language and literature) is concentrated at
one place.

Since 1999 the Department for German Language and Literature has its own
rooms in the former printing-house in the centre of the town, opposite the
university main building. The renovation of the building had been contributed by
different foreign embassies. It houses Departments for German, French, Spanish
and Scandinavian Languages and is called “Paabel”. For our library it gave a
possibility to expose all the books better, to create a real library system, to create a
room where people like to work. The rooms for the German library in this new
building are next to the seminar rooms. The students can use library early in the
morning and between the lectures and seminars during the day. Our users are the
students of the Department for German Language and Literature, the students of
the Language Centre of the University, the Master’s course students who study
translation and interpretation. Every reader who possesses the university library
card is welcome in our library.

Closeness also means that we always consider the requests of the students. In the
last years when we received our budget, we have ordered books for the students

QUALITATIVE AND QUANTITATIVE METHODS IN LIBRARIES - Theory and Applications
Proceedings of the International Conference on QQML2009

© World Scientific Publishing Co. Pte. Ltd.

http://www.worldscibooks.com/compsci/7691.html



Qualitative and Quantitative Methods in Libraries: Theory and Applications 69

who need them for writing their Bachelor’s or Master’s theses. The priority of our
library is to be of high scientific quality. This is the direction Claus Sommerhage
gave to our library and we still hold on to it. It is sometimes difficult because of
our insufficient financing, but we always choose books carefully, ask advice from
our German patrons and friends, try to be informed of the newest scientific
literature. So we can affirm that our library has been created by professionals and it
fulfils its tasks.

One of our main tasks is to support the study process. At the Department for
German Language and Literature the main research areas are linguistics,
sociolinguistics, contact and text linguistics as well the Swiss literature and the
German literature by women writers and the Baltic-German literature. Some
subject areas in our library are very well presented, for example German
linguistics, literary science, German history, German language history. In the last
years the collection of our dictionaries and lexicons is almost ideal. As translation
and interpretation are taught at our university, the collection of these books is
almost excellent. We also have a good collection of German language textbooks.
We have a sufficient number of copies thanks to “LUKKA” — EU supporting
programme. At our department teaching of modern Swiss literature has long
traditions. Associated Professor Eve Pormeister has taught it already for 20 years
and even wrote her Doctoral thesis on this subject®. She has connections with the
Embassy of Switzerland, Swiss Funds, Pro Helvetia. Her special interest is the
reason why Swiss literature is so well presented in our library.

7. Pleasant meeting place, nice interior

Last but not least, in a small department library, the milieu plays a big role. There
are people who never go to the main library of the university. They do not like too
big bleak rooms without cosy corners, with too many strange people. Our library is
a kind of a social gathering place for the students who study the same subject, have
the same problems and pleasures. The nice and comfortable interior (enough place
for everybody, computers, open the whole day, exhibitions) plays an important
role here. As our rooms have interesting architecture, it is possible to establish
exhibitions and that is what we regularly do. The last exhibition is from our
student who studies art as her minor. She was happy to have an opportunity to
show her paintings to her friends and fellow-students. We all can enjoy her
colourful and interesting works.

8. Conclusion

In my paper | want to prove that a small library can be as efficient as the big one if
we could use ample opportunities it offers. Small libraries have their advantages if
the priorities are fixed and not unreal. Certainly there is a danger to degenerate
when the development process stops. When people work together and the
thankfulness of the users is the main goal of our work, everything is possible.
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2. In Memoriam Claus Sommerhage (2005). Tartu University Press in Tartu

Notes

! Claus Sommerhage (1950 in Hamm — 2003 in Tartu) 1992-2003 the Professor of German
Literature at the University of Tartu

% eo Meyer (1830 in Bledeln near Hannover — 1910 in Géttingen, at the University of Dorpat
1865-1898. The list of his works look: Leo Meyer as University Dozent and Linguist, in : TRU
Toimetised Nr. 125, Tartu 1962, 74-81

® DAAD- Deutscher Akademischer Austauschdienst (German Academic Exchange Service)

* In Memoriam Claus Sommerhage (2005),

® Versuch eines vollstandigen Worterbuches der Hochdeutschen Mundart in 4 Béanden. —
Leipzig: Breitkopf, 1780

5 pormeister, Eve , Bilder des Weiblichen in der deutschsprachigen Schweizer
Frauenliteratur. Tartu 2003

Sharing Knowledge on Workplace: What Factors
Motivate Librarians to Share Their Knowledge?

Garoufallou Emmanouel**, Siatri Rania*, Asderi Stella>* and
Balatsoukas Panos®*

!Lecturer & Principal Lecturer, Department of Library Science and Information Systems,
Alexander Technological Educational Institution of Thessaloniki, Greece

2American College of Thessaloniki, Library, Greece

3Department of Information Science, Loughborough University, UK

*Deltos Research Group

Abstract: The key feature in the development of any organization is knowledge sharing
among its employees. There are various factors that motivate people to share their
knowledge and managing its flow assists in its dissemination. The aim of this study is to
investigate which intrinsic or extrinsic factors motivate librarians to share knowledge in the
workplace. To be more specific, a research project was conducted in April 2008 which was
based on a questionnaire instrument and semi-structured interviews. The participants were
34 librarians working in four academic and college libraries in Greece. The data collected
were analyzed using the SPSS software. Apart from the descriptive statistics, a set of
Spearman's correlations were used in order to check any connection between the values
under research. The findings revealed that librarians appeared to value more intrinsic rather
than extrinsic motivation for sharing knowledge. The mean values showed that the main
factors motivating librarians to share knowledge was the fact that it was important for them
to do so (6.59) and because they could benefit from other colleagues, by sharing knowledge
(6.35). Of less importance was the fact that it might help them get promoted (2.24). The
Spearman's correlations were performed in order to test any relationship between any of the
four general knowledge sharing attitudes and the factors of intrinsic and extrinsic
motivation. One example is that of the attitude “When | have knowledge that might be
relevant for others in the library, | do what | can to make it available to them” and the
intrinsic motivation factor “l enjoy doing so” (rs=0,479, N=34, p<0.01, two-tailed). The
results of this study suggest that librarians acknowledge the importance of the role of
intrinsic motivation in knowledge sharing and thatteam-based culture can benefit the
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success of knowledge sharing initiatives within libraries.

Keywords: Knowledge management; Sharing Knowledge; Knowledge flow; Motivational
factors; Motivation; Academic librarians; Academic libraries.

1. Introduction

Knowledge Management is an organisational practice that manages to balance the
human and technological aspects of current organisations into a new management
philosophy that values knowledge as an important capital for organisations.
Knowledge management establishes the role of knowledge sharing as an important
part of a knowledge-centred organisation. Knowledge sharing is an active
procedure of constant knowledge transformation (for example, from tacit to
explicit knowledge) and generation (from explicit to tacit or from tacit to tacit
knowledge) (Nonaka and Takeuchi, 1995). According to Ardchvilli et al (2003)
knowledge sharing includes the “willingness to share knowledge” (or contribution
of new knowledge) and the “willingness to use knowledge”. Knowledge sharing,
however, is not just a mechanism for information access and delivery. It is an
ongoing procedure of value addition to the organisation’s intellectual capital. In
addition, it supports the establishment of competitive advantage (Dixon, 2000), the
democratization of organisational structures (Huseman and Goodman, 1999) and
promotes the idea of a learning organisation (Jashapara, 2004) through the
development of sociotechnical networks and communities of practice.

Motivation is an important factor for the successful implementation of a
knowledge sharing culture. Several studies have investigated the impact of
extrinsic and intrinsic motivation on the development and sustainability of a
knowledge sharing initiative both in public and private organisations (for a review
of these studies see Balatsoukas, 2005). Researchers have defined extrinsic
motivation as the process of engaging employees in knowledge sharing through
the use of monetary rewards or the fear of punishment, while intrinsic motivation
is based on individual’s own interest and satisfaction (Harder, 2008). Although
there are several frameworks, such as the SDT that have been used for the
investigation of extrinsic and intrinsic motivation in the context of Knowledge
sharing (Harder, 2008), these have been most frequently applied in the case of
knowledge workers who are occupied in the corporate sector or government
bodies. Therefore, there are no studies investigating the role of motivation in the
knowledge sharing practices of librarians. Although libraries promote and
disseminate information to their customers little is known about how knowledge is
shared and disseminated among librarians (Garoufallou et al., 2008).

2. Aim and objectives
The aim of this study is to investigate the factors that motivate librarians to share
knowledge in their workplace. The objectives of this study were:

e To examine the impact of extrinsic motivation on knowledge sharing
attitudes (contributing and using knowledge);

e To examine the impact of intrinsic motivation on knowledge sharing
attitudes (contributing and using knowledge)
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3. Methodology

This study is built on a questionnaire instrument and personal interviews with
librarians. The questionnaire consists of three sections. The first section collected
demographic data about the respondents’ gender, educational level, position in the
library, type of library and number of years in the job. The second section listed
four questions that investigated respondents’ perceptions towards general
knowledge sharing attitudes. Finally, section three included 16 questions about
several factors of intrinsic and extrinsic motivation that could influence knowledge
contribution and use. The contents of the questionnaire derived from the
motivational matrix for knowledge sharing (Balatsoukas, 2005) and a
questionnaire instrument developed by Harder (2008). The items included in the
last two sections followed a seven point semantic referential scale (1 = Strongly
Disagree, 7= Strongly agree). The population of the sample consisted of all
librarians working in four academic and college libraries of the city of
Thessaloniki, Greece. The libraries that participated in this study were the central
academic libraries of the Alexander Technological Institute of Thessaloniki and
the University of Macedonia as well as the libraries of the American Farm School
and the Anatolia College of Thessaloniki. A combination of non-probabilistic
sampling techniques were employed for the selection of the sample of this study.
These were a purposeful and a snowballing sampling technique. The selection of
these techniques was based on the difficulty in obtaining or creating a complete
frame sample, the exploratory nature of this study as well as for time and cost
efficiency. The questionnaire was piloted and then circulated via e-mail to an
initial sample that was purposefully selected. Then each recipient of the
questionnaire was asked to pass it to other colleagues willing to provide input to it.
Although the data collection process is still in progress this paper is focused on the
preliminary analysis of the data collected during April 2008 from 34 respondents
that is a subset of the data collected so far. The data collected were analysed using
the SPSS software. The task of data analysis involved the calculation of
descriptive statistics as well as a set of Spearman’s correlations. The reliability of
this questionnaire was also tested using Cronbach’s alpha. The results validated
the reliability of the instrument which was above the 0.7 threshold (Cronbach’s
alpha = 0.809). Finally, respondents of the questionnaire were invited to
participate in short structured interviews. These interviews were focused on the
collection of further qualitative data about the factors that influenced librarians’
motivation and attitudes towards knowledge sharing. The analysis of the data from
the interviews was based on the content analysis technique.

4. Results

A total of 34 librarians participated in the study. Twenty eight respondents were
females while six were males. The majority of participants in the study was
working in a university library (n=21) and the remaining 13 in a college library.
Their position in these libraries varied, including library assistants (n=3) library
directors (n=4), system librarians (n=4) subject librarians (n=14) reference
librarians (n=5) and cataloguers (n=1). Twenty six librarians had a qualification in
library or information science. Finally, most participants in this study had been
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working for less than 10 years in their libraries (n= 20), five respondents had been
working between 10-14 years, four respondents between 15-19 years and two for
more than 20 years.

Table 1 presents a summary of the mean values of each item of the questionnaire.
It is worth mentioning that librarians tended to value more intrinsic rather than
extrinsic motivation for sharing knowledge. In the case of extrinsic motivation,
they perceived that the evaluation of job performance was the most important
factor that motivated them to share knowledge.

Table 1. Attitudes towards knowledge sharing

Knowledge sharing attitudes Mean
When | have knowledge that might be relevant for others in the 6.12
library, I do what I can to make it available to them.

When a colleague asks me for help or assistance, | share what 6.71
knowledge | may have on the subject

| stay updated by exploring the information I can find on the 6.03
different knowledge systems and databases

When | encounter a work related problem, I seek knowledge 6.29

and help from my colleagues

Factors of intrinsic motivation

| share knowledge because is an important value for me 6.59
I share knowledge because | want to find out whether my ideas 4.97
are relevant

| share knowledge because I think it is an important part of my 6.18
job

| share knowledge because | enjoy doing so 5.76
| share knowledge because the senior management does so 3.58
| share knowledge because | trust my colleagues 5.15
I share knowledge because | am working as a team with other 5.94
colleagues

| share knowledge for the pleasure of discovering new insights 6.24
| share knowledge because I can use knowledge from others 6.06
which is provided to me just in time

I share knowledge because I can use knowledge of value from 6.35
other colleagues

I share knowledge because it is easy to do so 4.06
Factors of extrinsic motivation

| share knowledge because It may help me get promoted 2.24
| share knowledge because | want my manager to praise me 2.59
| share knowledge because | want my colleagues to praise me 2.97
| share knowledge because it may help me get a salary increase 2.26
I share knowledge because it is important for the evaluation of 4.85

my job performance
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A set of Spearman’s correlation tests were performed to test whether there was a
relationship between any of the four general knowledge sharing attitudes and the
factors of intrinsic and extrinsic motivation (see Table 1). The findings revealed
that the statement “When | have knowledge that might be relevant for others in
the library, 1 do what | can to make it available to them” was positively correlated
with two intrinsic motivation factors (“I want to find out whether my ideas are

relevant”: r, =0.410,N =34, p <0.05, two-tailed; and “I enjoy doing so™:

r, =0.479,N =34, p <0.01, two-tailed ) and only one factor of extrinsic
motivation (“I share knowledge because it is important for the evaluation of my
job performance™: 1, =0.393,N =33, p < 0.05, two-tailed). Interesting were

the findings of the correlations between the statement “When a colleague asks me
for help or assistance, | share what knowledge | may have on the subject” and the
motivation factors. In particular, this statement was significantly correlated at the
0.05 level with six intrinsic motivation factors but with none of the extrinsic
motivation factors. The six factors were: “I share knowledge because | want to
find out whether my ideas are relevant”, “l enjoy doing so”, “the senior
management does so”, “I trust my colleagues”, “I am working as a team with other
colleagues” and “I can use knowledge from others which is provided to me just in
time”. In the case of the third general knowledge sharing attitude: “I stay updated
by exploring the information | can find on the different knowledge systems and
databases”, the results of the Spearman’s correlations revealed that there were no
significant correlations between this attitude and the motivation factors. Finally,
significant correlations were observed between the forth knowledge sharing
attitude: “When | encounter a work related problem, | seek knowledge and help
from my colleagues” and three intrinsic motivation factors. These were: “I share
knowledge because | think it is an important part of my job”:

r, =0.376,N =34,p <0.05, two-tailed; “I share knowledge because I am

working as a team with other colleagues™: 1, = 0.425,N =34, p < 0.05, two-
tailed; and “I share knowledge because | can use knowledge from others which is
provided to me just in time™: r, = 0.442, N = 34, p < 0.01, two-tailed.

The analysis of the interviews revealed that librarians perceived knowledge
sharing as an important aspect of their work. In particular, the main factors that
made them share knowledge with others included: team-working, the production
of new knowledge, improvement of job performance, “just in time” delivery of
new knowledge, learning and self improvement, effective and efficient problem
solving, trust, development of the library’s knowledge capital and competitive
advantage, sharing of common objectives among the library staff and satisfaction.

5. Conclusions

Despite the small sample size, the results of this study suggest that librarians
acknowledge the importance of the role of intrinsic motivation in knowledge
sharing. In particular, factors like the ‘just in time’ provision of knowledge or the
development of a team-based culture can benefit the success of knowledge sharing
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the external world, which have a high impact on collections, access and services.
The continuous changes in higher education and the dissemination of information
affect information dissemination, information use and human knowledge.
Technological, intellectual and social changes in libraries have a powerful
influence on the way libraries inform the community, and also on the way in which
library specialists understand their role in higher education and in the educational
process as a whole.

The success of an academic library depends on how it understands the
dynamism and the complexity of the academic world; this understanding
influences its organizational structure, the activity and decisions. The rapid
changes taking place at the end of the 20" century and the beginning of the new
millennium present a challenge to academic libraries. Analysis of various factors
indicates that, to a large measure, library resource allocation influences the
organizational transformations and activities of the different services.

Information technology and Information communication (IT and ICT)
technology are the factors which have changed the image and the organizational
structure of the academic library. It follows that information strategies and their
allocation are essential not only for library development, but even for the existence
of this subsystem in the university.

The marketing of library services has become primary in information
management decisions and in the emphasis placed on library contributions to
decisions about the educational process in universities. Although the role of
libraries in the information society is better and better understood, it is still not
enough.

In many countries, libraries are involved in the process of organizing
electronic bibliographies for distance teaching; in others, libraries maintain the
electronic resources. In most countries, reference services have been reorganized
and extended in order to give immediate answers to the user community. These
new phenomena in the academic libraries activity demand an increase in
professional staff; as a result, the human resources structure is changing:
specialists in information science, in hardware and technicians form some 50% of
the library staff. The use of centralized library cataloguing services is the result of
the decrease in the number of specialists in technical services (cataloging and
classification).

The library plays an important role in the whole information structure of
the university. In an era of information dissemination, the libraries deal both with
adaptation and with information management (including the management of
resources and metadata). The libraries support the research of the local scientific
community by the popularization of resources organized by profile and by services
on individual alerts, on demand. These activities are allowed by the use of
advanced software as SFX, Metalib, Verde, TDOne.

Collection development is still one of the most important roles of an
academic library. It satisfies the needs of university users by collecting and
preserving all types of relevant resources, but in my opinion, the heart of the
profession is user education, while considering user demands.

The progress of IT has affected the integration of different types of
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documents, influencing the collection development. Collection management
includes decisions related to acquisition-sharing policy, to the problematical issues
of cataloging or classification of a new typology of resources, to document
digitization and archiving and to making them accessible through the Internet.

The concept of "closeness to sources" of the traditional printed collections

has been modified, influenced by the multiple access possibilities of a virtual
global library, with varied collections of research resources. The information
crisis, which caused a need for increased allocations for acquisitions in the
academic libraries, has now been affected by the recent financial crisis. Both crises
have forced libraries to look for new organizational solutions, based on the
features of the new typology of documents and on advanced IT.
. The availability of e-resources challenges libraries to utilize those resources
broadly and efficiently and to extract their maximal potential and value Today's
libraries have taken on the challenges of discovery, linking, searching and
managing resources, including the management of the back office.

For many decades, the library catalog was the major discovery tool for print
collections. In the era of IT, huge developments which have influenced the library
collections format, users enjoy the benefits of the e-resources.

E-resources are more dynamic and consequently more volatile; providers,
publishers and accordingly URLs and other relevant data change and therefore
require discovery tools optimized to support them.

Software programs as SFX and TDNet are important tools for the
management of e-resources in the academic libraries, changing the whole concept
of work, study and research.

SFX® is the most widely used link server and the linking solution of

choice for over 1,500 libraries worldwide.

SFX provides users with context-sensitive links to full-text articles and

other library-defined resources including the online public access catalog

(OPAC) local holdings, preferred document-delivery suppliers, related

Web-based resources and services, local information repositories, and a

range of other services.

SFX is in use at the Hebrew University of Jerusalem and the A-Z list is

containing not only Latin | journals but also a Hebrew A-Z list .
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The institution users, with specific IPs may alsoess the journals on the SFX A-
Z list through Google Scholar.




