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Abstract: A (University) Library is a modern service industry which has to follow the rules of effectiveness, effi-
ciency and productivity. Even academic librarians have to be integrated into the production process of ‘the supply
of information’ in such a way that they can deliver optimal results on the basis of their qualifications. In the proc-
ess, the classic occupational image of the subject indexing lone fighter has dramatically changed into that of
a productive performance bearer with great skills in management, social competence and performance.

This paper gives an overview of the historical development of the classic academic librarian and the current re-
quirements for a modern information manager. The strictly contrastive approach makes clear what a quantum
leap there is between the image of a classic academic librarian, and the modern requirements for an efficient

academic employee in the production process of supplying information.
ACADEMIC LIBRARIANSHIP — KNOWLEDGE MANAGEMENT — PROFESSIONAL IMAGE

Abstrakt: Biblioteka (uniwersytecka) jest nowoczesnym zaktadem ustugowym, ktéry musi stosowac sie do regut
efektywnosci, skutecznosci i produktywnosci. Takze bibliotekarze akademiccy powinni byé wigczani w produkcyj-
ny proces ,zaopatrywania w informacje”, tak aby mogli osigga¢ najlepsze wyniki w oparciu o swoje kwalifikacje.
W tym procesie, klasyczny zawodowy wizerunek samotnego wojownika pochtonietego indeksowaniem gwattow-
nie przeksztalcit sie w wizerunek wydajnego pracownika, ktdry jest w swojej organizacji motorem wysokich osia-
gnie¢, ma znakomite umiejetnosci w zarzadzaniu, relacjach spotecznych i wypetnianiu zadan. Przedstawiono,
w formie przegladu, historyczny rozwdj sylwetki zawodowej klasycznego bibliotekarza akademickiego oraz wy-
magania wobec wspétczesnych specjalistow w dziedzinie zarzadzania informacja. Przyjete podejscie kontrastyw-
ne ukazuje, jak wielki rozziew powstat miedzy obrazem klasycznego bibliotekarza akademickiego a wspoéicze-
snymi wymaganiami, jakie stawia sie wydajnemu pracownikowi uczelni w ramach produkcyjnego procesu dostar-
czania informaciji.

BIBLIOTEKARSTWO AKADEMICKIE — WIZERUNEK ZAWODOWY — ZARZADZANIE WIEDZA
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INTRODUCTION: THE SUBJECT SPECIALIST OF YESTER-YEAR

“Hemmed in by all this heap of books, their gnawsmgrms, amid their dust, while to the arches, Irtred
nooks, are smoke-stained papers midst them tH{ruyt- That is your world! That's called a world!"While it
is Goethe’s famous polymath Faust and not a liaraviho is talking here, it would still be difficulo find
a more vivid and accurate description of the stypoal image of the academic librarian. Needlessay, this
image has been obsolete in professional circlegdide a while, and the ongoing discussions abdoaifuture of
the academic librarian are taking place on a véfgrént level. However, it might be useful to behis clichéd
image of our profession in mind, as we go along mmbnsider the role of the subject specialist madern
library.

In the face of a modern, highly competitive acadelandscape, more specific customer needs, andgstro
competitors in the Information Sector, librariesaaghole and specifically academic librarians faeincreasing
need for innovation. At the same time, this opemsn opportunity to adapt and develop academieariibs in
a way that makes them ready for their future rslenadern providers of information services.

In order to discuss possibilities for the futuretioé academic librarian, it will be useful to fistetch out
the perennial debate that has been raging aroundoth, mission and self-concept of professionaldamic
librarianship. The most central question of thiatcaversy was (and, apparently, sometimes stilis@¢ther the
academic librarian is a scientist in a libraryrather fulfils the task of an administration empdeyIn a second
step, this paper describes what may be the lovaestron denominator when it comes to the problemedihe
ing the profession of the subject specialist. WHilis consensus about the core tasks of the acaddmarian
will probably persist in the future, this paperweg that foreseeably new challenges will both aungraed mod-
ify the spectre of tasks and competences that eléfi@ role of subject specialists.

A QUICK GLANCE AT THE HISTORY
OF ACADEMIC LIBRARIANSHIP IN GERMANY

As far as it is relevant for our present purpobe,Historical development of academic librarianshier-
many can be sketched out by focusing on very fdactsd turning points and debates. To begin witimight
be helpful to cast a glance at the infancy of tloelenn scientific library.

Until the end of the 19th century, most acadenticalies were run by scholars, who, as ‘Gelehrtdithib
thekare’ (scholar librarians), performed this dakyngside their academic responsibilities. Thusas not until
the end of the 19th century that academic libratigmwas institutionalised as a profession, withatives com-
ing from both Prussia (1893) and Bavaria (1905)nésessary prerequisites for the training as aestbpecial-
ist, graduation and a doctor’s degree were defifethe same time, the professional training foduse practi-
cal rather than academic qualifications. This wdissa step away from the old model of the ‘schdtathe li-
brary’, and towards a professionalisation of liaship.

" GoetheFaust transl. by George Madison Priest.
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However, the major leap from the scholar who penoadministrative transactions in the library dgriis
spare time, to the ‘information manager’ (we wilnge back to this term later) had not been takeis Bé&comes
clear if we look at the debates that occupied avédbrarians in the early years of West Germang the time
of the Wirtschaftswunder: In the young Republidsufishing science sector, the profession foundlfitat
a professional crossroads. “Mentally trapped irohsolete idealism” and “lost in discussions abeghnhicali-
ties” [Kuttner 2009, p. 384f.; transl. by the aufhdibraries found very little public appreciatiomogether with
fears about an imminent mechanisation and comnuadiifin of the academic librarian’s work, this lagkrec-
ognition sparked a controversy about the role eflibrarian in the scientific community. The texsarof this
controversy can be seen most clearly in the e@#§04, when with Joachim Wieder and Ladislaus Buzés,
eloquent librarians were taking the different sidéthe debate.

The most principled positions of this ideologicdfigated dispute can be summarised as follows: Alougpr
to Joachim Wieder, an intellectual and social denad of the librarian profession [‘geistige[s] usakiale[s]
Absinken des bibliothekarischen Berufes”] was tterig the academic librarian, conceived of as ardyeof
culture in a rather emphatic sense, and as a daefasfchumanitarianism [“Kultur- und Bildungstragsowie
Verteidiger der Humanitat”]. Wieder felt that thiealistic conception of the subject specialist wader attack
by an excessive amount of administrative dutied,the reduction of the librarian to a cog in theeeh[Kuttner
2009, p. 384f ]. On the other hand, and this waspbsition of Buzas, it was felt that the acadelibiarian
would be ill advised to withdraw to a professioself-concept as scholar in the library. For Butls,only task
of the librarian was to provide literature for tliterary users: Whoever complained about bureauceay dull
routines failed to understand that the professiothe librarian is defined exactly by daily detaibrk [Kuttner
2009, p. 387].

Up to now, the last time that the fundamental issluthe academic librarian, trying to clarify thelation
between scientific and administrative professiopmadfiles, came to the forefront, was in the yeaB&94cf.
Jochum 1998; Oehling 1998; Schiebel 1998; Wefe@319ochum/Oehling 1998; Didszun 1998). A detailed
summary of this debate is given by Bosserhoff [2008

Objectively, however, this controversy that has rm&n going on for a century, does not hit the mahie
scientific library, understood as a modern serinicistry, needs academic librarians who are nedbarinistra-
tive officers, nor scholars in the service of tiedry. Moreover, the solution is not to find thelden mean be-
tween the two positions. Instead of taking an idgimal point of view to impose a professional cquioef the
academic librarian, it is necessary to analysectimerete tasks that the subject specialist wilk fecthe future,
and to then delineate the profile of the moderorimiation professional on that basis.

THE CLASSICAL AREA OF RESPONSIBILITIES FOR THE ACADEMIC LIBRARIAN

Defining the area of responsibilities of subjeat@plists by the triad acquisition, subject indgxand pro-
viding access is classical, but at the same tinhdully adequate. It is classical insofar as thesctiption deline-
ates three broad areas that will continue to beeofral importance; it is, however, not fully adatp) because it
would be unproductive to pin academic librariangdipvn to these three areas, and to misunderstand dis the
‘real’ or ‘proper’ tasks of the subject specialist.

Evidently, subject specialists will always remaimaally involved in collection management. On teesis

of a collection development policy that reflectstumer needs, subject specialists make acquidiéaisions,
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survey and evaluate the current state of theiectitins, and are responsible for a periodical otinaous deac-
quisition. The latter should be based on carefillection analysis in connection with an investigatiof usage
patterns. The primary objective of collection magragnt will be to optimise theirnover rate(the number of
materials used by customers relative to the tazal sf the collection). This of course implicataaitt university
libraries should prioritise the usage of their eofion over the sheer size of the collection

Undeniably, developing innovative methods of prawidaccess and creating information services trat a
well-adapted to the demands and social realitietheif customers will not only be central for thegent, but
also the future of subject librarians. This will denain concern in the next section of this suriighly quali-
fied and deep subject indexing will remain impottas well — even if possibilities to configure thgzrocesses
more efficiently by using synergistic effects shibbe used to a maximum.

It is probably not helpful to describe the claskmaea of responsibilities in great detail. It idfiient to
note that this narrow job description might indéedd the subject specialist into the confinemenFadist's
gothic study, and not into the open, service- amstamer-oriented scientific library of the futuhile acquisi-
tion, subject indexing and providing access withegn central for the work of the subject libraritinese areas
of work are not at all exhaustive or even suffitiaa a definition of an academic librarian’s taska modern
library. The following model tries to visualise $hby placing the classical triad at the centre oireular struc-

ture:

Figure 2 Differentiating and contextualising professional competence

Survival Skills
{needed by all
professionals)

Essential Enablers
{both generic and

context-specific

skills/knowledge)

Cc;::a Compet:r:ce S Professional
cessary, bu o D Knowledge Base
not sufficient) e rS o n a - will evolve and
expand over time

Source: S. Corrall (2005). Developing Models of Professional Competence to Enhance Employability in the
Network World. [In:] P. Genoni, G. Walton eds. (2005). Continuing Professional Development Preparing for New
Roles in Libraries. Miinchen: Saur, p. 3.

Only when personal, interpersonal, organisationdl the urgently needed managerial skills come tmyet
to augment the professional core competences, cutpecialists will be able to work in a customeented,
efficient, and goal-oriented way.

" It goes without saying that scientific librariedllvalways have the duty to collect and archiveestific literature in
a both synchronically and diachronically represtveaway. However, for a regular university librathis must not mean
that collection segments that will foreseeably meweet any future customer demands should be kept.
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If subject specialists are to play on an enlargeld bf professional activities successfully, alfier increase
in professionalism and an optimisation of daily larocesses will be necessary. The introductiondices
that optimise and simplify collection managementte streamlining of subject indexing (e.g. by oysing

copy cataloguing) easily suggests themselves.

THE NEW CHALLENGE: THE ACADEMIC LIBRARIAN OF TOMORROW

With the complexification of the science sectog farther evolution of the information society, ahe de-
velopment of a huge market for information servjagsversity libraries face new challenges and mustr de-
mands. The keywords are consistent orientation ridsvaustomer needs, expanded service portfolioguou
orientation, professionalization, project managetmartworking with faculties, and involvement irathing
processes. In all of these areas, the professgmnalf subject specialists is pivotal for the futoreented devel-
opment of academic libraries.

For a consistent orientation towards customer naedsnecessary that libraries do not conceivéhein-
selves as a bureaucratic apparatus that storesdahgsy but as a modern provider of information e This
is a necessary response to higher expectations stadents and scientists, who approach acadenmirikis
with both more specific and diversified demandsug;ht is not enough to just store information, bather to
create customised services for different groupsusfomers. One point in case is setting up andimgran Open
Access repository for the members of the universitgven for specific departments or research ptsjavith
possibilities for remote access and depositingreatdiorking primary data.

Generally, modern university libraries need to &man active customer service policy. Already B2,
a study came to the conclusion that “[t]here is mmach concern with collection management and nough
with the demands and wishes of the (potential)suger). The service can be characterised asveassid reac-
tive.” [Prins/de Gier 1994, p. 37f.]. The authorsyed that the image of librarians and the esteemhich the
library is held largely depends on how actively dmav professionally the service portfolio of thberéry is
promoted. It goes without saying that a continuanalysis of the different customer groups and thpécific
information demands is necessary to ensure adegentiee orientation.

Optimising the quality of service is only one of/eml positive effects of the new, competitive aftan that
libraries face on the global information market.eThact that today libraries are competing for istomers’
attention and interest with multinational, professil information service providers like Google haen reiter-
ated countless times. Under these circumstandeariks can only stay competitive by marketingrtipeoducts
professionally. In this context, Ulrich Naumann 180 draws attention to the very basic model of' thE’ of the
services marketing mix: Product, Price, Place, Pt@n, People, Processes, Physical Facilities [&éf-
fert/Bruhn 2009, p. 22]. For libraries, the chafjeris to take the step from ‘just’ producing inntiwv& and pro-
fessional information services, to simultaneousiyating and implementing efficient marketing stgits for
these products. For subject specialists, this mélaat they are partly becoming marketing stratsgsf.
Haglund 2005].

It was already mentioned that libraries need teettgvinformation services that are specific to rteeds of
different groups of customers. However, the diveaiion and multiplication of services must of ce@l not be
implemented with hustled activity or blind overeawss. At the same time, it is necessary to rewristing

services critically, as no service provider caro@ffto offer the same services for decades, witheflgécting
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changes in the demands of customers. A systemapioach to library marketing and especially a difele-
management’ of the current products and serviceedégssary to develop a service portfolio thatailaced,
solid, and has a promising future [for service fadids in libraries cf. Ball 2001]. Creating andviewing ser-
vice portfolios not only serves to evaluate exigtaervices, but also to assess the potential ofvetive service
products.

Thus, in their role as information managers, subgpecialists will not only be challenged with thgera-
tional implementation of projects, but also witle trespective processes of strategic planning, atratuand
adaptation of service products. Managerial competerfsee Genoni 2005 above) enable subject ssxitdi
develop target group-specific information produatsl services, to monitor their implementation, émgro-
mote their visibility. As scientific libraries takep the challenge to create innovative, competitifermation
services, they need subject specialists who argpetant project managers and marketing strategistgedl as
team and product developers.

Without this expanded understanding of academriediinship, the development of innovative inforroati
services by scientific libraries is unthinkable.viNBusiness areas for scientific libraries may casepthe appli-
cation of highly specialised competences from tifermation sciences for science rankings and hifdiical
analysis [cf. Ball/Tunger 2006], the planning aneg@ution of digitalisation projects, and counsgjlin copy-
right questions as well as the technical and osgdininal realisation of projects in the area of ©pecess.

A further area that requires subject specialistadopt management skills and to welcome a furthefiep-
sionalization is connected to the question of grgalirnal policies. Subject specialists must besabl supply
reliable data that justifies decisions to move-tinty subscriptions, or evidence proving that dhégision would
not be economically efficient. Only a cost-benafilysis can reveal a possible surplus value oflgroducts
— and thus the question of customer groups, uiilisgpatterns and special information demands caimeke
forefront again. Ultimately, only after analysingstomer demands transparent and consistent dexisambe
made.

It is widely agreed that subject specialists masteasingly become specialists for new technicaéldg-
ments of (potential) relevance for information $ee¢. Thus, one indispensable role model for theemmo li-
brary is the ‘digital librarian’, who bridges tham between the customer and the multi-facetedadligiforma-
tion services. When facing a multitude of diveesifielectronic services, only the pedagogical, $acid techni-
cal competences of the academic librarian allovtasusrs to experience their library as the first aedt place
to go to satisfy their need for information.

Of course, the academic librarian is not a softweargineer. He should however be a specialist fagpr
matic contexts of technology: Only when knowleddeh® possibilities and limits of technological eap-
ments and a thorough understanding of usage pattewh customer demands come together, the stratiegic
ning of IT based information products becomes fissirhe professions of the librarian, the digitdbrmation
expert and the knowledge manager are indeed, aeMpKints out, structurally identical:

This coming together of librarianship and informatiscience and knowledge management into a simgle ¢
herent profession, a single coherent conceptuaidweork, should not surprise us. Because there isalo
difference between the conceptual model of a tiauht library service and the conceptual model dfgatal
knowledge environment. In each case there aredheas of knowledge; the systems by which that know
edge is stored and retrieved and disseminatedttensiocial dynamics of people, organisations, conities
[McKee 2002, p. 121].
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It is thus at the intersection of information anmtbwledge management, the socio-pragmatic usagechf t
nical developments, and ‘classical’ domains of agaid librarianship that knowledge landscapes caadapted
to the social realities and learning habits of siud and a new generation of teaching staff. Irfuhge, intui-
tive library systems, recommender services, thegiattion of social networks and a personalised sacte the
library’s information services will become a stardia

Simultaneously, academic librarians are increagimglolved in teaching, with one example being cesr
on information literacy. Here, subject specialist® act either in a planning and organising orriregecutive
function. Still very relevant are also qualifiedrizductions to specialised information serviceg.(éatabases)
and counselling in subject-specific questions [eirig to information retrieval.

In this vein of development, the Anglo-Americarelfl librarian’, defined by a strong involvement lwthe
academic community, embeddedness into the respefadulty, and a very high degree of accessibibtyhis
customers, may serve as a very sensible poinfefergce. While it is of course still true that theientist in the
library’ or ‘scholar librarian’ is not a model foine future, libraries will need the scientificatiducated informa-
tion specialist, who fosters a continuous exchargf@een scientists, faculties and the library. llgethis ex-
change does not only consist of specialised inftiomaand counselling flowing from the subject spdist to
scientists and students, but leads to the congirucf social networks between all involved custorgeoups
and the library staff. The ‘field librarian’ is firly rooted in her or his respective academic fielhsequently
knows the demands of the scientists and studeritsbfield very well, and can thus act as a coewpepartner
for the faculties, either in regular work routir@sin the planning and implementation of projects.

A further, related model (albeit with a slightlyfférent twist) that awaits adaptation is the ‘emtbedi librar-
ian’. The embedded librarian interacts with thermézg, teaching and researching projects of higocoers.
With digitalisation processes threatening to maalige the library as a physical place, it beconeseasary to
contact customers through innovative IT servicess tmaking the information services of the libraisible for
students, teachers and scientists. Not the lochfizesence of the academic librarian in the libkanyding, but
an active service policy, and the idea to apprdbhehcustomer instead of waiting for him to comdjrds the
professional role of the information manager.

In summary, a paradigm shift can be diagnosed m fixdfocus on busy activities, which are predomilyant
observable and valued among librarians, to libssmvices and products that are clearly visiblefgasionally
promoted, and developed in interaction with différeustomer groups. Therefore, the work of sulgpetialists
will no longer focus primarily on operational mattebut on the strategic and innovative developroémirod-
ucts and services. The academic librarian constrsmtial networks, partnerships and active coojpeatvith
customers. In the future, academic librarians shoot aim to defend a narrow self-conception, praduce the
long-lasting debate that tries to define the stafuhe librarian as a scientist, but rather weledime expansion
of their field of activity, and thus establish modlscientific libraries as strong partners of reskeand teaching.
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