Steer by the Stars, Not by the Wake:

New Directions in Library Missions and Services

Introduction

I wish to extend my welcome to that of Admiral Ellison, to the 44th Annual Military Librarians Workshop here in beautiful Monterey California.

It has been the privilege of the Program Committee to assemble for you sessions around the theme of defining our future vision, and the new technologies to archive and transmit the information to support, enhance, and shape that vision.  

To paraphrase Peter Drucker, strategic planning is not about planning for the future: it is about doing what we can and must today, to ensure that we can achieve the future we envision.  The speakers you will hear over the next three days will discuss a wide variety of aspects of the defense mission, the ever-rapidly changing and developing technologies and the way that they have been adapted to our libraries, their services and missions. 

We will discuss the impact of these technologies on us as librarians and our staffs, and how we can manage the human side of enterprise to maximize our success in adapting to change.

Before I begin my talk, I would like to introduce the members of the program committee: [Please stand up as I recognize you]

Ann Jacobson and Greta Marlatt of the Dudley Knox Library staff

Joan Buntzen, Librarian of the Navy, the program co chair

Jean Hort of the Navy Department Library 

and Laurie Stackpole of NRL

Greta is serving as a kind of uber-facilitator; she has volunteered to be everywhere at anytime, to handle your questions, and smooth your way at the conference. Please feel free to contact her if you need assistance.

Many members of the Dudley Knox staff served on our conference logistics committee:

Layne Williams Huseth chaired this committee,

Dorothy Nath, Doris Kight, Glen Koue, Irma Fink and Jeff Rothal are members

 I wish to introduce Arnold Westphal and Theresa Allion of the Anteon Corp, our contractors who handled everything from hotel negotiations, travel arrangements, to name badges.

Finally, I wish to announce that many of the sessions will be videotaped, with the intent of editing, digitizing, and encoding them for delivery over the Internet. The availability of these sessions will then serve as a new-age conference proceedings. The digital tapes will be archived at NPS, as a record of the conference. The digitized files of the taped programs will also be available on CD-ROM. 

Let’s now turn our attention to Steering by the Stars:

My presentation this morning will cover three main topics: 

the new field of knowledge management (KM), 

the principles of social entrepreneurship and its implications for assisting us in examining and redefining the businesses in which we are engaged.  

I will then turn to a definition of library service, developed by Heine, Winkworth, and Ray, which I find illuminating and I suspect you may find provocative, but in all cases I believe it is worthy of rumination. 

Lastly, I want to leave you with sense of our past, our present and our future, closing with a ten-year vision of library services. Following the venerable tradition of financial forecasting, this prediction will be wrong: the only question is in what direction and how far.  It will be for you to judge by how many standard deviations, and whether to the right or left, I stray.

Knowledge Management

The rapidly developing field of knowledge management (KM) has been receiving widespread attention in business literature. One often quoted definition by Brooking (1999)
 is access to knowledge, information, and data that is available to the right person at the right time in the right place. In reality, however, for those trying to understand knowledge management concepts and possible applications, the truth about the current state of the subject is perhaps better expressed by Cortada and Williams
 (1999), “The subject today remains too broad, poorly defined, and does not fit neatly into pre-existing buckets of management practices. In short, it is a new sub-field under construction.”

As librarians, I think we have the right to believe that we have been in this business for a very long time, and to feel unappreciated at best, and angered at worst, that we are not acknowledged in the practices and literature of this new discipline.  There are some interchanges between practitioners of these fields: for example, the Federal KM Learning and Consulting Network  which 

meets monthly at the FAA offices, kiddy corner appropriately enough, to the Navy Memorial in Washington DC, and brings together knowledge managers, information officers, and librarians. And the best of the KM researchers recognize the potential contributions of librarians to the structure and control of vast repositories of information. 

More usually, however, the KM field seems unaware of librarians, and librarians, unaware of the KM tenants or perhaps more correctly, uncertain of their application to our daily practice. On our side, a useful approach to this gulf between the practices of library and information science and knowledge management, I believe, is for us to understand some of the key concepts, and how they may apply to our organizations.

I suggest that since at least one of the presentations later in the conference i., e., Joan Buntzen’s talk on Thursday which will describe the  NGL and NPS KP, which can be used to facilitate knowledge management, you may wish to remember some of these concepts, in order to better understand what the tools aim to achieve.

The first concept is one of common cognitive ground. One of the early and most respected researchers in the field, Ikujiro Nonaka wrote about knowledge redundancy, which is simply the concept that one cannot assume knowledge will flow within the organization as management intends, and therefore multiple paths to it are desirable. Nonaka writes,  

 “Redundancy is important because it encourages frequent dialogue and communication. This helps create a ‘common cognitive ground’ among employees and thus facilitates the transfer of tacit knowledge.” 

The second concept, tacit knowledge is harder to define. Tacit knowledge is embedded in the minds and expertise of a firm's employees. It forms an important, but largely untapped knowledge base in any organization. One of the goals of knowledge management is to transfer tacit knowledge into explicit knowledge so that it is readily available for reuse within the organization.  Explicit knowledge may be thought of as the documents, reports, spreadsheets, newsletters, websites, and other documented information that flows within and into an organization.

I believe libraries have been far more heavily involved in the delivery of explicit knowledge, but librarians have an extensive understanding of the tacit knowledge within the organization, and how to facilitate its transfer within and for the benefit of our parent organizations.
Another term in common use in knowledge management is “communities of practice,” which are groups of people working together towards a common purpose and usually connected through a common language and set of goals. These groups may be formal or informal, but are characterized by intensive collaboration and sharing in their pursuit of greater understanding and knowledge.  There can be many communities within an organization and knowledge workers will often be members of several. Again, within our organizations, it is we as librarians and information professionals who either have in depth knowledge of these groups, or we need to identify them and become familiar with their interests, expertise, and capabilities in order to locate, and help exploit and facilitate the transfer of the knowledge they generate, or, at a minimal level, know of their existence, which in itself may be of interest to other staff within our organizations.
Finally, the ultimate goal of knowledge management, in my view, and the one that is most relevant to us as librarians and information professionals working to support the missions of our commands is the facilitation of knowledge sharing within our organization. To ensure the sharing of knowledge requires an understanding of the culture of our organizations, and who has a better idea of our organizational cultures, than we who have been involved with our commands, in some cases, for many years. We view the gathering and dissemination of information and knowledge as one of our primary functions. This slide of the Dudley Knox Library web matrix of resources, gathered and maintained to provide to our campus, and other members of the defense community, with an easily-accessible, targeted,  up-to-date set of defense-related resources http://web.nps.navy.mil/~library/resources.html   is a graphic representation of this proactive facilitation of knowledge sharing within the defense community. In order however to facilitate the sharing of knowledge within our organizations, we must maintain an awareness of the organizational culture as it supports or hinders this sharing of knowledge; to do this requires a broader and deeper understanding of how knowledge is embedded in the culture of an organization, and how it supports knowledge sharing or creates barriers for the sharing and transfer of knowledge. Many KM proponents regard the organizational and cultural change issues as the most difficult as well as the most critical aspect of any KM application.

 For this reason, I believe that any KM initiative must involve an extensive user requirements analysis in order to understand the knowledge requirements of the user base at whom the KM system is targeted. The NPS Knowledge Portal project conducted such a requirements analysis, using focus groups and stakeholder interviews. The data collected by this initiative was extensive, to say the least, approximately 35,000 lines of text. The product was not only an understanding of the organizational culture and climate, but also allowed suggestions to emerge regarding ways to maximize the success of knowledge sharing initiatives. Finally, the analysis resulted in an extensive list of the information sources required to fill the information needs of the students, faculty, and staff at NPS. 

Examples of the articulation of the NPS culture comes from a staff member in the user requirements analysis. Here is his statement:

“It’s a culture thing between the academic side and military side. Because the military has it ingrained in their head that, you know, you go to a department meeting to get information. Well, …your role is to go back and pass that information down. The academics will sit in the same meeting with the same information…We’re expecting that that information is going to then go back and get disseminated, and it’s just flat out not happening.”

The results were also used in examining one of the processes at NPS in need of improvement, i.e., the identification of thesis topics and increasing the relevance of thesis research to the needs of the Navy and other DoD organizations. If anyone is interested in learning more about the analysis of this data, I would be happy to provide you copies of an article to be published in the proceedings of the 3rd Information Seeking in Context Conference held in August,
 and/or a reference to the thesis by Lt. CDR Kathy Mayer and Lt. Julie Schroeder, which examined the thesis research process using the data from the requirements analysis.

As you can see, the techniques and tools of KM will find fertile ground in assisting our campus community in identifying information sources and negotiating campus information barriers. Here is a slide, which graphically presents some of the information barriers, which we identified in our user requirements study at NPS in 2000 and in an earlier study in 1998 of information needs at NPS. The KM tools inherent in our NPS KP can help us overcome many of  these barriers, such as lack of centralized information resources, lack of training in new software and hardware to produce and disseminate information,  and information flow on the campus.

One of the most interesting findings in our requirements analysis related to the question of whether NPS is a knowledge sharing or a knowledge hoarding environment. 

One clear statement of an aspect of the problem of knowledge sharing within the NPS  organization was made by one of the School’s department chairs in a stakeholder interview:

“…communication is not as open as it should be.  I don’t view that, however, as knowledge hoarding…I don’t think we do that…. I think we’re a pretty open knowledge sharing culture.  Now, does the knowledge get shared?  Not necessarily, because its hard.  And electronically isn’t the answer per se.  The time to input is the kick – or the time to locate or the time to determine who to share with.  I think part of the portal notion says, “just let it be there” and others will figure out through some form of their own determination the relative value of the knowledge.” 

The final KM concept I would like to discuss is diffusion of knowledge within an organization.

Peter Senge et. al. (1999), in The Dance of Change, write, 

“The problem of diffusing innovative practices is more prevalent than many people realize. For example, one of the most common laments heard from CEOs is the difficulty of helping the organization learn from its own members. “We are better at benchmarking other companies than learning from ourselves,” says one executive. There are numerous examples of “skunk works” in American corporations—small, dynamic, semi-isolated teams that produce genuine breakthroughs in product development or process design. But far fewer companies have taken successful methods and tools developed by their skunk works, and diffused them throughout the organizations….Even when executives and line leaders are sympathetic, it often seems like they do not know where to begin to enable useful knowledge to travel better across the boundaries of individual working groups, divisions, departments, and functions.”
  The NPS KP is being designed to address the frequently articulated need to identify others at NPS who are working on similar problems and initiatives, or to identify expertise among the faculty and students when a potential sponsor approaches the School to ask for assistance in solving an operational problem.

Before we leave the topic of knowledge management, I would like to leave you with a slide that graphically visualizes some of the capabilities of the NPS Knowledge Portal, which we are in the early stages of building. The circular nature of the slide is key, I believe, to the concept of the interrelationship of these tools and information sources as they support functions such as knowledge access, collaboration, and current awareness, and the push of information relevant to the needs of a specific individual. Peer and expertise finders, connections to other users, communities of interest, and lessons learned, are all functions supported by the software to enable improved information use and flow within an organization.  The next slide, on the lighter side,  illustrates appropriately for this particular day one of the KM objectives of the Next Generation Library project, about which Joan will talk later in the conference: that is, the return on investment of KM tools, caused by decreased search time. 

Social Entrepreneurship

I will now turn to the second section of the presentation : social entrepreneurship, which may be a new term to many librarians.

Our next speaker, Linda Crowe, is responsible for obtaining the funding to undertake a Social Entrepreneurship Project in the newly fledged Golden Gateway Library Network, which comprises the region in northern California extending from Napa to San Luis Obispo. The project is being facilitated by Mary Birchard from the National Center for Social Entrepreneurs in Minneapolis and Anne Marie Gold of the Stanford-California State Library Institute on 21st Century Librarianship.

What is social entrepreneurship? 

This definition is provided by J. Gregory Dees, Entrepreneur in Residence at the Kauffman Center for Entrepreneurial Leadership and Professor at the Graduate School of Business, Stanford University, states: Social entrepreneurs play the role of change agents in the social sector by:

•Adopting a mission to create and sustain social value (not just private value), 

•Recognizing and relentlessly pursuing new opportunities to serve that mission, 

•Engaging in a process of continuous innovation, adaptation, and learning, 

•Acting boldly without being limited by resources currently in hand, and 

•Exhibiting a heightened sense of accountability to the constituencies served and for the outcomes created. 

Dees says entrepreneurs in the social sector need not be inventors, but, “they need to be creative in applying what others have invented Their innovations may appear in how they structure their core programs or in how they assemble the resources and fund their work. On the funding side, social entrepreneurs look for innovative ways to assure that their ventures will have access to resources as long as they are creating social value…They treat failure of a project as a learning experience, not a personal tragedy.

Jerr BOSCHEE, in a pamphlet produced by the National Center for Nonprofit Boards,  writes

“By adopting entrepreneurial strategies, nonprofit executives and board members pay increasing attention to market forces without losing sight of their underlying missions. They have been able to sort through everything they do from both a mission and an earned-income, e.g., money perspective; expand their most effective and needed programs and productively dispose of the others; start business ventures rooted in the core competencies of their organizations; and become increasingly self-sufficient financially and therefore less dependent on government and charity.”

He says that the social entrepreneurship process involves determining what are the critical success factors associated with generating earned income, the environmental factors impacting ability to generate it, who are the primary competitors, what is the size and direction of the market for these products and services, what is the potential profitability, and what level of market share can you capture? 
 

I have learned a great deal from participating as a member of the Social Entrepreneurship Project Team.  For us in the academic library environment of the Naval Postgraduate School, these ideas translate into knowing our customer base from the critical view of what levels of service we can most appropriately provide them, how do we efficiently focus those services on target markets, how do we market effectively, by both assessing the market and improving of customer awareness of our services and collections.  In all cases we must look at our costs and conceive of our services with an environment of competition from other vendors, libraries, and information service providers.  We must look at the costs of providing these services in terms of the relative importance of the product to the community we serve, and if possible, generate revenues that allow us to supplement the funding from our parent organizations.

To determine the feasibility of starting new ventures with a view to increasing the flow of revenues into an organization, or decreasing reliance on funding from the parent institution, requires an understanding of the costs involved in delivering our current, and proposed, services. A tool to help us determine our costs, and therefore cost alternative among the variety of services and products we can offer, is activity-based costing. The next 2 slides contain data from the ABM study we conducted at the Dudley Knox Library as part of an NPS wide costing study done within the past year. The first shows the percentages of our resources, e.,g., staff time and resource dollars, that we devote to particular services. I feel good about the fact that over one third of our resources are directed at the specialized patron services in which I feel we excel and which make a great impact in our community. The second slide gives us unit costs, to help us look at ways to reduce those costs and reallocate funds to other services. It will also enable us to cost our services if we wish to extend them into a profit making, MoU or MOA’s with partner institutions.

One example of such a project implemented  using the principles of social entrepreneurship,  which is of particular interest to the library community, is the Minnesota Orchestral Association’s new business venture into the production of a videotaped “story concert” that combines children’s books with animation and original orchestral music. These videos are aimed at eight to ten year old children, and the first production received the ALA Andrew Carnegie Medal for Excellence in Children’s Videos. 

The Golden Gateway Library Network has a goal to fund 10% of its operating budget for the next fiscal year, approximately $200,000, with monies provided by an entrepreneurial project. 

As I end this section of the talk, I offer the following quotation, from a recent book by George Gilder, Telecosm: How Infinite Bandwidth Will Revolutionize Our World:

“Much like something out of a John Ford Western, or perhaps more accurately, out of a science-fiction fantasy such as “Blade Runner,” sometimes, we, as professionals either working directly in or around this new Internet industry, should be like pioneers, going against the status quo, venturing forth into uncharted territory, and forging new ground in order to stake our claim on the Internet.”

To be social entrepreneurs requires librarians to become like the pioneers who settled these great Spanish land grants on which this hotel, and our School, stand.

Steer by the Stars, Not by the Wake

In this final section of my presentation, I will return to the conference theme of Steering by the Stars, e.g., the Vision, not by the Wake, our past, however illustrious and important to the DoD mission it was. Learning from the past, we must focus on the future, with a clear sense of today’s mission.

Where have we been?
National Library in Prague

In March, Joan Buntzen and I were invited to lecture at one of the oldest institutions of higher education in Europe, the Carls University in Prague. While we were touring libraries in that city, we were privileged to visit the baroque national library, originally begun in the 16th century to support the scholarly activities of the Jesuit community. This ornately decorated library, to me, is the embodiment of the concept of a library as a facility containing the full range of knowledge needed by the community it supports.  The focus of the picture is the libri interdicti, or proscribed books; perhaps we can equate this collection to our classified or restricted libraries. 

Here in this library scholar librarians organized and made available to privileged community knowledge to support the growing scholarship of the Renaissance. That society stood, as we do, on the edge of a rapidly increasing and ever expanding realm of knowledge, which this library attempted to gather. It was multi-media in the sense that one of its strengths is a collection of globes shown in the picture in the center of the Library. One of these globes shows California as an island, indicative of the fact that the current state of knowledge is always imperfect.  I characterize this library as a magnificent example of our “wake”; it is in no way intended to be a pejorative noun, only to emphasize that it is part of our heritage, and reflects the values of its time and the community it served.

Where are we now?

Here is a statement of a current special library, a law library in a very geographically dispersed organization, the Greenberg Traurig Law firm.  I like this statement, not only because my daughter Sarah helped to draft it, but because it is concise and addressed directly to what the users probably want to know. The statement focuses on the online availability of information, the expertise of the library staff, and the functions it supports, e.g., building of web pages, training, research.  It says to me, this library is an organization with a clearly defined mission, comfortable with its role and its capabilities.   

Research Center Capabilities

Here is some text from the GT Research Center web page:

With the growth of the firm and the emergence of new and expanded practice areas, the Research Center continues to expand its role and resources to better serve you.

Unlike the traditional library with its physical limitations, the

<http://www.intranet.gtlaw.com/admin/library/index.htm> GT Research Center is a cyber-entity, available to users anywhere they are electronically accessible: on a desktop, laptop, blackberry, or cell phone.  The firm's resources span all media, formats, and subjects, and are accessible through …a click of the mouse. These resources are integrated to provide users with efficient and seamless access to numerous reference sources.

 Research Center Staff consists of ten professional librarians, all with Masters of Information Science. Four also have JD's. 

The GT Research Center also offers group and individual training on research products. Research Orientation can be cyber sponsored for any office location

GT Librarians are active professionally in state, national, and global

organizations. Several of the professionals have received national recognition by their peers.  The Research Center staff maintains close ties with West Publishing, as well as other product developers to help ensure the quality of legal research products. 

In sum, accessible via e-mail, phone, electronic submission, or in person, the Research Center exists to provide competitive intelligence, training, and reference materials to all GT employees.  

The Future

As we turn to the future, we need guidance in developing our visions and strategies for achieving them. Looking ahead, but with one foot firmly in the present as characterized by the GT Research Center, I have found particularly helpful the following definition of the library future embedded in a recent article in the Journal of Academic Librarianship: 

“The newer outlook, in part associated with the digital library concept, is that a library of first resort to its users (i.e., one associated with a particular user community) should be viewed less as a store of information resources aspiring to self-sufficiency, and more as a system of procedures for accessing information resources that are, in part, dispersed across networks of cooperating peer-libraries. ...any study of library service use undertaken by an individual library must clearly recognize that the information services accessed by its users can be removed from it...The library's building in increasingly becoming a shell-structure of processes and human expertise that support services, rather than a shelter for resources and users, and management tools must accordingly be adapted to this change in concept."

We all have experienced the recent surge in interest in management tools such as activity based costing, return on investment, benchmarking, and output measures. These initiatives and tools focus on the processes mentioned in this definition. 

Some of us are used to answering questions relating to "order of battle” information: Heine, et. al, tell us we now  need to extending our thinking about our user services to include "order of use of information" and propose that it is just as important to consider in what order our users approach our information resources as it is to know what resources are used. 

What I find provocative in this article, however, is the statement of this “newer” outlook that they present in an almost off-hand manner. Since it describes many of the characteristics I find important in the description of the GT Research Center and it parallels my thinking of how we should approach defining our vision of the future, I find this “new definition” useful as I try to lead my organization forward.

Admiral Ellison has challenged the NPS community to “think outside the box” as we shape NPS’s future. I conceive of the following strategic vision as thinking beyond the present box, to determine what we need to do today to achieve the vision presented in the following scenario of how the NPS library and information services will be structured at the end of this decade:
Strategic Vision for Library and Information Services at NPS 2000 to 2010
The delivery of information services will have completed its transition from a shelter in a facility for personnel and resources to a shell structure of processes and expertise. These processes will focus on the integrated, personalized delivery of information and scholarly resources to the desktops of students, faculty, and staff. Scholarly information will normally be delivered in digital formats, including text, audio, video, three dimensional models, animation, and subsequently developed "containers" of data, information, and knowledge.  Some print volumes will continue to be published, though purchases of printed volumes, rather than other formats, will be the exception.

Formats for handling textual, audio, video, models, and data streams, will continue to improve.  Small hand-held devices for reading this wide variety of formats will be readily available.  Cost of device, authentication, privacy, and security issues will be among the difficult questions faced by DON and NPS. Supplying individuals with their preferred device[s], protection of information regarding movements of military personnel, security of information,   privacy issues for civilians, and other policy issues will be more difficult than the technical issues relating to information access, distribution and storage for students, staff, and faculty at the School. Ubiquitous ports for information access anywhere in the globe will increase the difficulty of protecting privacy and ensuring security. Members of the NPS community will see themselves as part of the worldwide naval community in terms of Internet and other kinds of information access.

The cost of scholarly information available through this worldwide virtual information resource will continue to increase. Information producers will partner with DoD, DoN, and NPS to develop and implement information tools targeted to the defense audience, e.g., the Navy, DoD, and the School.  The NPS community will be worldwide, wherever School instructional programs and services are delivered.  Individuals can select from among the wide array of personalized desktop systems, instructional courses, and information resource packages to access, organize, and store information for their daily use.  Increasingly sophisticated search systems will enhance the searcher's ability to find information among the vastly increasing range of sources; these systems will not only learn the searchers' preferences but also "work" with students and faculty to target sources, tools, and formats based on individual preferences. The scholarly reward system will mandate contributions to information tools, algorithms, and devices as well as to the knowledge base of DoD, DoN, and NPS. Information systems will have sophisticated mechanisms to organize an individual's daily tasks and respond to his or her full range of information requirements, e.g., integrate scholarly, financial, collegial, recreational, and personal information, as the individual desires.

The role of information workers, such as librarians, information security specialists, network and data device designers, information ethnographers, and information technology specialists, will be to develop and support these increasingly sophisticated "information assistants."  The expertise of these information workers will help individuals choose among the ever-expanding array of information sources and tools. They will authenticate users and ensure their access to appropriate data sources. They will create improved algorithms and more targeted metadata systems, pattern devices to match human behaviors and improve information seeking tasks, and maximize the effectiveness of their clientele in accessing and organizing information in accordance with their preferences. 

The "Library" will become an academic department hiring, training, and familiarizing this wide range of academic support personnel with the information requirements of NPS students, faculty, and staff throughout the world. As a facility, it may contain in some physical locations, some of the more expensive and sophisticated access devices, and it will certainly be involved in their continued development.  Library personnel will ensure the dissemination of information describing the range of resources available to our students and faculty.  Their functions will include the continual assessment of the changing landscape of information tools and resources. They may teach students and faculty to negotiate the landscape and define/customize their desktop, and will certainly be involved in creating the tools to educate the NPS community in assessing the information landscape.

The primary function of Library personnel will be to enrich the information environment of DoN and NPS personnel and to teach them to navigate their information environment wherever they are located.  The expansion of the School's education programs within DoD to include an every increasing emphasis on continual and distributed learning for a broader range of adult learners, both military and civilian, will be combined with the expansion in the knowledge, skills, and abilities of the Library's broadened employee base. The Library's mission will include continual assessment of user requirements for information tools and to their development.

Conclusion

You have heard and seen my projections for the future. You will be able to measure them against the technologies, visions, and management of change issues our speakers will be presenting to you during the sessions following. You will judge for yourself just how much, and in what direction, my predictions are in error. I look forward to talking with you about the wide variety of ideas with which you, and I, will be challenged by the array of librarians, educators, and consultants our Program Committee has assembled.

Maxine H. Reneker
Associate Provost for Library and Information Resources

Naval Postgraduate School, Monterey CA 93943

October 31, 2000
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