RS —E RIS T RER?
Dr. Rafael Ball
(#& 8 ¥ 2B H48 Juelich X +v)

RE:ALL 200, FRAANSHENBEERRNEEFREBHARERMET SR
AER,BRNEHEMAEERDHEBERETELORBEAOUE. AR5 ZHOEX FXE, %
FEBEEGERE BT e, B RUR A D ON, BRAREKORSREE K2R
% N RE ANMBERS . MESERAOMN, RNUEXSETFEIE HA KE HE0L
BERASTIAELE. RREECRARRE2XERPL. AXEHRARAEROEANE, it
RARERERBHEIENE S AYEBEASRERM LS IERRS BN, BI1ETie
EHERHRNEERN T RN RRIREROLH ., AXEER ATHEROBEVIEE, BEm
IRE R A BEER RN T R A 2R R B VUBEI 24L& H 7T REROIE b it 21, A B B e %) F An
XRAREESABMEAE,

Knowledge Management — a Possible Role for Libraries?
Dr. Rafael Ball
(Research Centre Juelich Central Library, Germany)

Abstract: In the course of the past twenty years, the diversification of the media and the devel-
opment of information technology has led to a radical change in the self-image and the tasks of a
library., We are therefore experiencing and actively shaping the transition away from a library in the
sense of a traditional repository and collection, and thus in the broadest sense a transition from the
library as an archive for books and journals, to a customer-oriented and cost-conscious service pro-
vider for science, research and teaching as well as for society as a whole. Together with the enor-
mous increase in the volume of information, the necessity also arises of filtering, structuring, collec-
ting, distributing and processing data and information from science, research and industry. Knowl-
edge management (KM) has thus become a central issue for all societal processes in the modern
world. This presentation will illustrate the dimensions of knowledge management and discuss the
possible integration of knowledge management in the functional area of a library which regards itself
as providing an all-round information service. In this connection, possibilities of implementing KM
in libraries will be explored as well as the structural integration of KM. Consideration will also be
given to the necessary further training for staff members. The benefits of KM in libraries for both
customers and funding bodies will be additionally highlighted drawing attention to possible activities

and also to constraints encountered in realizing and implementing knowledge management by libraries,

1 Introduction

The boundary conditions for library work have changed radically in the past twenty to thirty years.
Against this background, libraries of all types are having to redefine their position, whereby doubt is increas-
ingly being cast on their traditional activities. The situation is characterized by a dramatic technological devel-
opment in the information sector (CD-ROM, DVD, Internet databases, multimedia), automation of opera-
tions, by an acquisitions budget reduced in real terms with at the same time increasing book and journal prices
(Figure 1), by changes in holdings media, by the diversification of the media (Figure 2), by completely new

information supply concepts becoming necessary (see, for example, the discussion on “Access vs. Hold-
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ings”) and correspondingly altered user behaviour (Figure 3). “Information” is being assigned a completely
new and increasingly important role in industry, science and society. At the same time, the term is being ex-
tended and understood more broadly and does not merely refer to knowledge already explicitly available on pa-
per or in databases, but also encompasses implicit knowledge and the know-how of members of staff as human

resources.
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Journal Prices and Library Budgets from 1991—2001

Figure 1: Journal prices and library budgets from 1991 — 2001
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Figure 2: Variety of media in modern libraries

Figure 3: People online

1.1 Traditional Library Tasks

Libraries have existed for thousands of years as collections of literature and knowledge, as a place of
reading per se and of scholarly study, and occasionally as a type of museum collecting books of the most var-
ied nature. The traditional tasks of a library can be described as the creation, preparation, processing and
maintenance of holdings for assigned users. In traditional libraries this usually involves holdings of mono-
graphs, series and journals in printed (more rarely hand-written) form. In order to fulfil this central core
function, the classical tripartite structure distinguishes the fields of acquisition, cataloguing and user services.
Collection building and development is the central goal of acquisitions, irrespective of whether the literature is
acquired by purchase, gift, exchange or some other form. The tasks involved are essentially identical and



- 40 - RMIRFRSEBERS—F—BEREBERIZEE

characterized by the traditional mechanisms of purchasing (ordering, acquisition) on the one hand and by ac-
cessioning on the other. In traditional libraries, accessioning is part of cataloguing with the aim of identifying
the item as the property of the library and serving the user as a reference in the catalogue. Cataloguing is thus
an important step at the interface between internal library procedures with the literature and the user’s access
to existing holdings. Cataloguing enables the user to retrieve the literature by subject cataloguing of the mate-
rials. In the user services, we then finally discover how well the library’s holdings are really catalogued. At
the interface between the library and user it becomes apparent whether the right choice of literature has been
made, whether the formal and subject cataloguing has been performed properly and in accordance with the
user’s needs, and whether sufficient attention has been paid to the aspect of user-friendliness,

The definition of a library (as a business concern and thus the necessity of appropriate control and corre-
sponding management) is relatively new. In Western Europe, it roughly dates from the sixties of the last cen-
tury when, against the background of a concentrated desire for planning, libraries were to be rationalized and
simplified, and economic and systems-theory approaches implemented. Libraries should no longer resemble
museums but should be business concerns with the greatest possible efficiency. They should make an impor-
tant contribution to research and teaching and the general promotion of education.

1.2 Political Boundary Conditions

The political boundary conditions within which the library system has to function, play a role in deciding
the direction in which future library activities will develop and in determining the relationship of users to their
library. The frequently postulated free access to electronic resources as a means of safeguarding personal free-
dom and the right to express one’s opinion and to maintain a wide range of opinions needs politically mature
citizens with well developed media and information competence.

The actual level of use of electronic scientific information, for example in university education, was
investigated in a study in Germany commissioned by the Federal Ministry of Education and Research
(BMBF). This study on the use of electronic scientific information in university education!'! revealed that
such use both by students and lecturers at the universities was inadequate and above all unprofessional. Traw-
ling the Internet was preferred to specialist search services on offer from university libraries,

The study documents a great deficiency in information literacy with respect to university lecturers and
students resulting, on the one hand, from the lack of transparency of electronic specialist information and, on
the other hand, from inadequate integration into university teaching. Information and knowledge management
skills are apparently still not regarded as key qualifications at German universities.

Whether on the local level for public libraries or at the ministerial level for scientific libraries, the politi-
cal boundary conditions always were and still are of special significance for the development of a country’s
library system. Complex and complicated situations always result whenever the responsibilities for the library
and information system are not assigned centrally to one authority but are distributed in a decentralized man-
ner at several levels, This is bound to complicate harmonization — for instance in purchasing electronic spe-
cialized information by consortia.

1.3 New Self-Image for Libraries as Service Providers

Many examples in the literature report on how the traditional image of libraries and librarians is chan-
ging. Christine Krasser, for example, describes the transition from librarian to information manager and puts
forward as the goal of librarianship in industry “the learning enterprise or knowledge management in the sense
of a systematic creation, storage, transfer, application and management of knowledge throughout the enter-
prise so that all those involved can access the knowledge of relevance to them”!].

It is immediately apparent that libraries have, or should have, the know-how for selecting and accompan-
ying information management systems ( the difference between information and knowledge management will be
discussed elsewhere). Particularly in small companies, they seem cut out for this job31,

Librarians describe the change in traditional library tasks. “From holdings management to knowledge
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management” illustrates the need for dispensing with the librarians’ traditional understanding of their role as
custodians of information media and moving towards becoming managers of the knowledge available at an
institutiont*},

Many librarians write about the future of libraries but the authors do not always intend to make a clean
break with traditional library institutions and their missions. Although the significance of new media and tech-
nologies is highlighted, nevertheless the importance of classical holdings and a supplementary extension of
services relating to these holdings is also emphasized whereas other commentators draw attention to the devel-
opment of new core competences on the part of libraries moving away from holdings-centredness or describe

the digital library as a comprehensive multifunctional space.
2 Change in Scope of Responsibilities and Redefinition of Fields of Activity

In developing a comprehensive model of “the library”, Peter Brophy considers that the library has al-
ways been a growing organism and, together with Licklider, postulates that a library is rather defined by the
tasks of analysis, provision and reorganization of primary information for the user than the classical tasks of
storage, indexing, the search for and delivery of documents'®!,

Other authors speak of a service mix for readers and other persons entitled to use the services, or indeed
conjure up the breakdown of traditional services and attempt to make a comparison of library and economic
processes. However, in identifying new fields of action, it must be permitted to ask the question of “concen-
tration on core competences versus diversification of the service portfolio”®’,

Against the background of the boundary conditions just described, completely new potential is developing
in universities, research establishments and companies, as well as the mission of transforming this potential
into accessible knowledge. Knowledge management therefore becomes a central management task for enterpri-
ses. This then gives rise to possible new fields of action and expertise for libraries.

Is knowledge management a possible mission for libraries? Can libraries and librarians cope with this
task? Have they got the know-how? Do they want to provide this service? Are they qualified to do so? Where
are the realistic possibilities and limitations to be found? Before answering these question a brief introduction

to the complex issue of knowledge management must be given.

3 What is Knowledge Management?

“Knowledge is the new basis for competition in postcapitalist society” (Peter Drucker, Management
Guru)™

Today, individuals make use of only about 5 % of their knowledge. As yet there is no optimal possibility
of sharing and communicating knowledge. Enterprises also lose knowledge in the form of individual or organi-
zational knowledge. At the same time, an immense potential is not being exploited.

Nonaka and Takeuchi (two economists from Japan) explicitly formulated for the first time the fact that
implicit knowledge, i. e. that which is stored in people’s heads, is the key to innovation. The great age of
knowledge management begins with this theory!®! | which has now become one of the most important manage-
ment topics (Figure 4).

Before we go into detail about the processes of knowledge transfer and generation, the two types of
knowledge must be differentiated:

(1) Explicit knowledge ( “knowing what”): This knowledge is factual knowledge. It is structured, for-
malized knowledge stored in documents and databases and is relatively easy to transfer.

(2) Implicit knowledge (“knowing how”): This involves experience, subjective opinions, intuition, em-
pathy. It is deeply rooted in actions, ideals, values and emotions and is extremely personal. It is people-orien-
ted and embedded in processes, traditions and cultures so that it is difficult to formalize.

Explicit knowledge is relatively easy to pass on to other people since it is already available in a structured
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form. It is, however, more difficult to impart implicit knowledge. This knowledge first has to be transformed

into a “communicable” form or transferred directly from person to person.
Ikujiro Nonaka introduces the various definitions of knowledge, explains the difference between knowl-

edge and information, and presents the basic model of knowledge transfer and knowledge creation'!). Figure

5 shows the individual steps in knowledge creation.
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Figure 4: Knowledge management as a leadership topic!®]
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Figure 5: Knowledge creation in knowledge management (1]

The existing implicit knowledge bound to individuals must

Be made transparent and accessible for others, and thus explicit,

The existing, accessible and structured explicit knowledge

Must be internalized (personalized), i. e. converted into implicit knowledge and
thus made usable.

The emphasis here is placed on transmitting and imparting implicit knowledge. In-

dividual implicit knowledge is passed on by common experience and working to-






