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Julien Van Borm

Copeter and the user
Librarians and ICT-staff have played a central role in the Copeter project
. Yet they are not the target audience. Copeter is all about the users of scientific information in a rapidly changing environment. Because of this new environment, change in libraries is required in order to create proactive libraries, producing real added value: libraries with a vision of their future role in information provision for the various groups of users in the university.

1. The changing environment
Rapid, political, economical and technical changes dominate today’s world and this is not likely going to stop.
1.1. Political changes
This is a period of great political change worldwide and not only in the former communist countries. It is an era of political globalisation whereby the political situation in far away countries may have a direct or indirect impact on other countries as has been so clearly demonstrated by the events of September 11 in New York and March 11 in Madrid. Political changes and choices may have a profound impact on universities and research institutes too. 
1.2. Economic changes

The global economy and the liberalisation of the markets has given way to a truly market driven economy with a non-stop series of privatisations in all sectors of the economy. This leads to a new relationship between the public authorities and the market place. That new relationship is having an impact on universities as well. If knowledge is to become the most important factor in economy, why should the market place not try to take part in or even overtake (parts of) the university structure. Why not simply buy course packages (especially in the English language environment) instead of creating courses ourselves. Most of these packages include electronic libraries for further reading that can easily replace an undergraduate library collection.
1.3. Technological changes

Pierre Lévy is a French speaking Canadian philosopher
. He has published several books, including the 2002 book: La Cyberdémocratie, which has unfortunately not yet been translated into English
.

In this book he states that many of the transformations in society are due to the arrival of Information and Communication Technologies (ICT) in general, the internet in particular. In developed countries soon over 50% of the total population will be internet connected. Just ten years ago the internet barely existed. It is the creation of a new communication space which is:

· not predicted: the internet was predicted by no one, not by technicians, not by economists, not by politicians;

· not planned;

· inclusive: deals with society at large;

· transparent;

· universal: on the internet there are no distances;

· instant: all is done in real time.

It delivers information at the “distance” of a click. This is part of an evolution of many centuries: a rise of visibility and transparency. We are all quickly moving towards a unique, global metatext world where texts, images and sounds are digitally stored and under certain conditions being made accessible. The internet is having a tremendous impact on democracy and on all layers in the society, thus also on universities and their libraries. It leads to virtual communities, a new phenomenon in society. The main problem, however, is the digital divide. How to reconcile the possible openness of the internet with the evolution to a market-oriented society? Can the Marxist utopia and the liberal utopia be reconciled? That is, according to P. Lévy, one of the main challenges of today’s society. The society that we call:

· not the Information Society;

· but the Knowledge Society, where the main economic factor is knowledge, as opposed to land up to the 19th century, and industry in the 19th and 20th centuries.

Acquisition and transfer of knowledge have been core business for universities and polytechnics since A. von Humboldt created the concept of the modern university in the 19th century and libraries traditionally have played an important role in it by storing information and making it accessible for the end user.
As a result of the changing environment, universities and non-for-profit research institutes will have to reposition themselves in this new and continuously changing world. They undoubtedly will become more business oriented
. So will their libraries.

1.4. Legal change
The legal system for the protection of intellectual property (patents, trademarks and copyright) has been changing continuously and rapidly in the past 20 years. It has become a part of the worldwide economic system through the TRIPS (trade-related aspects of intellectual property rights)
. 
2. The library

When such powerful mechanisms of change are taking place in their parent institutions it must be perfectly clear that libraries will be affected as well.

2.1. Influence of global changes in the library

Libraries have remained for a long time rather static organisations, collecting literature for a just in case use. They have stored massive collections just in case this information would be needed at a later stage. There was no alternative but to bring these volumes of information together in repositories. This required the classical tasks of a paper bound library: selection, acquisition, cataloguing, classification, storage and retrieval. These activities remained static for decades and created the common belief that librarians are not very creative. However, libraries with a strong market push have since 10 to 15 years abandoned this rather passive attitude.

Moreover, under the influence of the ICT in general, and the internet in particular, libraries have become to a certain extent dispensable. They can (in some cases) be replaced by other information providers. Indeed, distance and time are no hindrances anymore for accessing electronic information. New information provision has adopted the just in time paradigm. Information is not stored anymore in advance (the just in case approach), but is requested and used just in time when it is needed for research and education (the just in time approach).

2.2. Changes
Change is required in order to meet the changing needs of the end users.Libraries are rapidly becoming hybrid libraries, combining paper and access to electronic information. When we ask people to change we actually are asking them to learn. If we pay attention on how people learn, we will be capable of more effective change management. Libraries need a vision and changes in strategy, processes, management and staff.

2.2.1. Vision

Librarians need a new vision on their profession and activities. They still will be the keepers and suppliers of books to their readers. They can be, but are not automatically the suppliers of electronic information in universities. In a world where the old ways of publication are not sustainable any more because of costs and where new, far richer alternatives are made possible by using the new ICT models, libraries can do more. By understanding the needs of their user groups, they can become the information channelling and filtering organisations for research and education by assuming new tasks e.g.

· organising the knowledge management in the organisation;

· publishing of e-journals, working papers, theses and dissertations (ETD)
;

· creating open archive repositories (OAI)
.
2.2.2. Strategy

The classical library had no explicit strategy. And it can honestly be said that no strategy was needed in those static days! The new environment offers a series of options. Therefore a long, medium and short term strategy is required. Not a waiting attitude anymore, but proactive involvement, which include doing things that we librarians can do better and that are perceived as being effective for the organisation we have to serve. This requires a deep integration in and a solid understanding of the needs of students, faculties, departments and research units. 
2.2.3. Process reengineering

Long existing processes in the library have to be changed since the goals are changing as well as the technologies in place. Process reengineering is one of the techniques that can be put at work. According to Prof. E. Häkli, the former librarian of the National and University Library of Helsinki, we have to reengineer the library tasks in such a way that the back office tasks – once so high in esteem in every library– will be done by larger regional or even national organisations
. That is why he created in Finland the Linnea 2 Consortium for library automation and it is also why he organised FinELib, the national electronic library programme. It frees the Finnish libraries from repetitive back office tasks and makes time available for the front office tasks: the service to the user (the user in the library as well as the distant user)
.

2.2.4. Management change

The entire organisation must be reviewed in order to create an efficient and effective library, constantly looking for a better service to the changing needs of the clientele. Various management techniques can be used such as:

· SWOT analysis (strengths, weaknesses, opportunities, threats);

· benchmarking with other libraries;

· the use of the balance score card.
Change must be managed in the organisation. Introducing change has become such an important managerial responsibility that each year entire forests are sacrificed to produce books on change management. Not all successful! However, change is not linear. Change has to be interspersed with periods of stability. Most organisations cannot cope with endless change, resulting in chaos. Most people do not endure a perpetual changing environment.
Operational management in libraries has become more important than before, partly because of a changing and more demanding environment and partly because of the fast moving ICT in place. Especially the provision of electronic information requires a redesign of the operational management of the library.

2.2.5. Staff

Hybrid libraries with paper based and electronic information on board in a more competitive environment require change in staff:

· quantities

· qualities

· competences

· responsibility and commitment

These profound changes require a proper human relations strategy and management, based upon the empowering of staff (skills and attitudes). It is a shift from a “control and care” attitude to an expected “commitment and training” attitude
. We need multifunctional, flexible, creative, innovative and trainable employees up to the age of retirement. We want loyalty from the employees in the organisation. All this in order to produce quality products and services in an effective, efficient and timely way for the end users.

2.3. The added value library

The library will have to proof that it is capable of delivering a service with an added value at the right time (set by the user) and at the right place. Just one example: in an electronic learning environment, such as Blackboard
, a simple hyperlink to the library is not going to create real added value. What is required is the full integration of library materials and services in the e-learning environment. The same is true for research. Libraries will have to work more closely together with faculties and departments in order to be able to create added value. And only if added value is created are libraries going to be winners in these new times. This creates new challenges and will require a great deal of creativity. Compared to the former static library, it will undoubtedly also create some fear for all these changes. Indeed, the future of libraries will be a non-stable but certainly most interesting period for librarians. 
2.4. The influence of copyright

Copyright has a greater impact in libraries than ever before through (international) regulations for loan, photocopying and communication to the public. These rules and regulations are mandatory and reduce the flexibility of libraries, especially when using the new ICT solutions for bringing information to the end users. The EU Directive 2001/29/EC on the harmonisation of certain aspects of copyright and related rights in the information society is severely limiting the number of exceptions to the basic rule of copyright, stating that only the author and the other rights owners can decide upon the reproduction and other ways of using a publication
. Just recently the document delivery services of some major German research libraries to other, non German speaking countries, has been stopped by a threat of legal action by some major research publishers.
3. Copeter
The EU Tempus/Tacis project Copeter has brought to St. Petersburg some of the building stones for change in research libraries: library co-operation through a union catalogue and the development of an electronic document ordering and supply system (ILDS), new management techniques and access to electronic data.
3.1. The library consortium
A consortium agreement for library cooperation has been signed between three universities in St. Petersburg. This is an open consortium, meaning that new partners broadening the consortium are welcome. Moreover, Copeter has set a model for co-operation and the management of such a co-operation. This model is easily replicable elsewhere in Russia. It is believed that the regional library consortia like RUSLANet
 and ARBIKON
, the association of regional library consortia in Russia, can play a major role in this respect. That is also why the participants in Copeter are willing to send a proposal to the European Union for a broad dissemination project of the Copeter strategies and results for the entire Russian Federation. The deadline for this proposal is 15 October 2004 for a one year project in 2005.
3.2. The union catalogue
The union catalogue of STU, FINEK and ETU is available on the web
. It has not been an easy exercise for the technical teams of the three libraries involved: few modern standards, different library automation systems and above all a history of work in isolation made it difficult and time consuming for working together on a union catalogue. But at last this union catalogue is there, available free of charge on the web for every user looking for books or periodicals. Other libraries in St. Petersburg and the Northwestern Region may now join the consortium to the benefit of their readers.
3.3. ILDS
The already-existing interlending and document supply system (ILDS) has been enhanced after contacts with similar systems in Europe
. The use of it so far has been rather limited. This is partly due to the scarcity of recent publications in the libraries of the present consortium. However, the economic outlook for Russia looks promising and as a result of this, extra funding is coming to the universities and indeed also to their libraries. Moreover, the consortium can easily be broadened so that an end user will find more information available for him/her through the ILDS system via the union catalogue.
3.4. Access to electronic information 
At the end of year one of Copeter it became obvious to the partners that there was a lack of sufficient content in order to satisfy the demand of the clientele (students, aspiranti, researchers and professors). It was therefore decided to subscribe to the affordable EBSCO databases
 giving access to full text articles in all scientific disciplines. Together with access to some Russian full text databases this has created an opening to the electronic future. These electronic databases with full text articles are also a substitute for the missing Russian but especially international journals for the difficult political and economic years 1990-2000. It is hoped that the Russian university libraries, now that the EU funding for Copeter has stopped, will find the budget required for the continuation of the subscriptions to these and other databases.
3.5. PR
The three participating libraries have been using public relations (PR) techniques in order to make known to their clientele the new offerings of the library: a library without walls having access to paper bound and electronic information which is mostly stored off-campus. This outreach to the clientele is highly important for the position of the library within the university: well developed web sites but also leaflets and other publicity materials.
3.6. Survey
As anticipated there has been some fear amongst librarians for the survey that was planned right from the start of Copeter for the end of year 2 of the project. This fear is quite understandable. Few Russian libraries have gone through such a process of questioning the user about what is good and what is less good in the library. On top of that the new services became available only in the second year or in some cases even in the last half year of Copeter. Nevertheless it was important to run this survey in order to introduce it as one of the management techniques in the renewed library and in order to find out about the perception of change by the users. The results of the survey are encouraging. According to their users the Copeter libraries are moving into the right direction.
Copeter could not possible change drastically the concept, management, organisation and services of the participating libraries. For that it was too short (2 years) and had a far too low budget (266.000 EUR). But Copeter came just in time in order to create some incentives for change by working together in a really good team spirit. It is therefore my great privilege to thank all the Russian partners in this project. My thanks also go to the University of Maastricht. Without their support the project simply could not have won the approval of the European authorities. Lastly, I want to thank the staff of the library of the University of Antwerp for their work in making Copeter successful in a period where also our university and the university library are under great pressure due to the merger of three university institutions into one single university, the new University of Antwerp.
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