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Abstract

Universiteit Maastricht is the youngest of the Dutch Universities: officially founded in 1976 it has since grown rapidly and now has more than 12 000 students in 7 faculties. The university is renowned for its Problem-Based Learning (PBL) approach. The University Library supports this approach with its learning resource centres: the library has developed into an environment in which students – individually and in groups – actively pursue their study goals. 

The library is funded almost entirely by the faculties and other customers, with whom the library negotiates service contracts. The reasoning behind the use of service contracts is outlined. The contracts specify the services to be provided in terms of both quantity and, increasingly, quality, and the costs of the services.

Strategic development is an important aspect of library management. The present strategy document distinguishes between four dimensions: the traditional, the digital, the teaching and the business-like library. The strategy document is now up for review; the library wants to broaden the scope to the whole field of scholarly information, and again to involve the library users.

In order to promote the user orientation of the library, the university library has opted for a matrix organisation, in which the hierarchical structure of departments is enhanced by faculty librarians. The latter act as “account managers” for the main library customers. The advantages and disadvantages of this structure are highlighted.

Effective running of the library depends on its staff: their skills and know how, their awareness of their tasks and responsibilities, their motivation and their ability to respond to change and to the requirements of library management. Human resource management will be a key feature of library strategy in the coming years.

Universiteit Maastricht and its library

Universiteit Maastricht (UM) is the youngest of the 13 Dutch universities. The Netherlands also has an Open University for distance education and “hogescholen” for professional education. UM was founded in 1976, initially as the eighth Dutch medical faculty: Maastricht was chosen as venue in view of the need for economic redevelopment of the Province of Limburg following the closure of the coal mines. 

From the very start UM based its education programmes on the principle of problem-based learning, PBL (see www.unimaas.nl/pbl/). Medicine was followed in rapid succession by health sciences, law and economics. The university has grown rapidly and now (2003) has more than 12 000 students and 2 500 staff in 7 faculties and 1 new non-residential college. The university is located partly in the inner city and partly on a new campus in Randwijck where the health-related faculties (medicine, health sciences) and psychology are grouped together with the academic hospital.

The university library has developed in accordance with demands of the UM faculties. The library incorporates learning resource centres (1) to support PBL. These centres combine study space for both individuals and groups, and educational materials to support the curriculum: not just books and journals but also audiovisual materials, multimedia and (anatomical) models. There are computers for access to digital resources. The library is concentrated on two sites, like the university itself. The Randwijck library also serves the academichospital.

The inner city library has recently been relocated and rebuilt to our own specifications, while the Randwijck library has also been refurbished. Both new libraries reflect the trend towards study centres, the library as a place in which students can pursue the tasks individually or with fellow students and also ‘socialize’ at the same time. The service to staff takes place more and more in “virtual” mode, thanks to networks, digital sources (especially journals), and remote services. Students access the digital library from faculty buildings, from home and – increasingly – from within the physical libraries! The libraries offer ergonomic student workplaces and utilize server-based computing. 

The university library employs more than 100 persons, 60% women and 40% men, some of whom are part-timers; the workforce amounts to 85 full-time equivalents. The libraries are open for more than 80 hours a week, including weekends. The university library houses more than 600 000 volumes and caters for more than 30 000 visitors a week. 

The goal of the library is to support research, education and health care in the area of scholarly information. This means that the library has to be “in touch” with the requirements of its customers. The university library at Maastricht is modeled on the philosophy of a customer-driven organisation. This does not mean a passive role for the library, for customers sometimes have to become acquainted with new services and new possibilities. A customer-driven library should therefore be a proactive library.

In the following sections we will look at financing, service contracts, library organisation and human resource management.

Financing and service contracts

Universiteit Maastricht utilizes the system of integral costing: i.e. the costs of the library are the total costs of media, personnel, systems, apparatus, furniture, buildings, maintenance, etc. The total annual budget of the library is about € 10 million, of which roughly 45% is personnel, 25% media, 20% building maintenance and 10% systems and apparatus.

In the early years the university library applied a system, whereby media, apparatus and building maintenance were financed by the customers (read: faculties) and the costs of personnel were met by the central administration. However, as from 2001, the money necessary to pay the salaries has also been transferred to faculties, who – together – pay the integral costs of the library.

The price of the library services is not, however, determined unilaterally by the library; it is determined on the basis of library service contracts in which the level of service to be provided by the library is specified, together with the price to be paid. The contracts are drawn up annually, with the possibility of the customer opting for more (and under certain conditions less) service in the course of the year. The aim is to try to come to longer-term contracts, say for a period of three years, with a view to providing both continuity of the customer-supplier relation and flexibility in terms of the type of service offered.

The University Library specifies its services in what is called a “products and services catalogue”: in the catalogue services are grouped into categories (e.g. collection building, library facilities) and each product or service is described in detail with an indication of the level of service to be provided (quality standards). The catalogue is accompanied by a price list. The costs of some services are on a “per item basis”, others on a “per student basis”. 

With the aid of the catalogue, requirements of faculty staff and students, and data on student and staff numbers, the director of a faculty (with the aid of a faculty librarian) can work out the costs of the library services required by his or her faculty.

In the summer or autumn of each year the University Library negotiates a service contract with each of its main customers (faculties, the academic hospital and other smaller customers) for the following year. Other service departments do the same. Although the university environment is not a “free market”, we try to imitate such a market as closely as possible in the sense that it is the customer (the faculty) who determines which services are required and to what extent. 

The system is up for review in 2003 with the aim to come to longer-term contracts for the period 2004 – 2006. The aim of longer-term contracts is to make trends in costs and the nature of services more transparent. On the other hand there is pressure on the library and other service departments to react more quickly to fluctuations in demand (e.g. to extend opening hours of the library prior to exams).

All in all, the University Library is happy with the service contracts and the effect they have on our customer relations.

Library strategy

The library of the UM regards strategic planning as an important tool both for itself and for its customers. Strategic planning is very much a two-way process (2). The current strategy document was drawn up in 1998 and sent for comments and criticism to all faculties before being finally agreed upon as part of the university’s overall plan. The students gave their comments in a document of their own. The strategy encompasses the balanced development of the traditional library (print collections), the digital library, the teaching library and the businesslike library (efficiency, human resource management, etc.).  

We are now in the process of redefining strategy for the coming 4-year period. In the new strategy we want to address a number of key issues facing not only the library but also the university as a whole. These issues include the ‘journals crisis’, intellectual property rights, and the demands of students for improved study facilities (both physical and digital). We have decided to address the idea of a scholarly information strategy rather than a library strategy because of our conviction that the future of the library is closely related to the future of research and education at the university. To this end, before drafting the strategy document as such, we have invited comments from faculty on the key issues involved: their reactions are due this summer and we will incorporate these in the new strategic plan. We will also encourage further debate on these issues because faculties often differ in their views!

Discussions on strategic issues help to clarify the relation between the library and its customers and  help the library to understand its customers and to focus its services.

Organisation

An organisation has to find answers to two major questions. The first is: what are we there for? what is our core business? which products and services do people expect us to deliver?

The answer to this question is needed in order to have a good direction for any organisation.

A major problem is that it will not suffice to establish the goals, products and services of the organisation at a particular point in time, there is a constant need to keep them up to date

The second question is how to deliver the products and services. In our library we make the distinction between ‘what to do’ and ‘how to do it’. ‘What to do’ is a task for the group of faculty librarians,  ‘how to do it’ is a task for departments. In this sense the library utilizes a matrix type of organisation.

In a service organisation, almost entirely financed by the users (that is faculties), the answers to the question regarding the products and services to be delivered, should be given by the users. Within the library you need professionals able to organize and filter these answers: we call those professionals our faculty librarians and for every faculty we have one such professional. He/she is our account manager, working for 100 % as a library employee, but on the other hand a professional knowing the wishes, needs and complaints from within the faculty user group. This professional is also expected to establish and maintain a good working relationship with the decision makers within the faculty, the people who will decide about the budget for the library

On the other hand the faculty librarian is a full library employee: the management of the library will not be very pleased if he/she is unable to make a sound judgment, from a library point of view, on the handling of wishes and complaints from the side of the faculty. This is what we call: filtering. He/she should be able to analyze a complaint or wish on the following aspects: 

-Firstly: is it a sound and correct complaint or wish? 

-Secondly: can the problem be solved at all by the library or should the answer be straight away: “No, we cannot solve this problem or comply with this wish” 

-Thirdly: if there is a solution, it may mean that costs are involved: in that case, we expect the faculty librarian to inform the faculty that money will be involved in solving the problem or in handling the complaint. It may also mean that a certain library department will have to change its way of working and will need time for this change

So the faculty librarian has his/her work cut out in keeping the library organization happy, keeping the customer satisfied and in the meantime taking care of the quality standards from his own professional viewpoint. This is where we enter the area of a librarian’s professional identity: his own standards (or the standards of his organisation) of what is a good thing to do or not, his minimum quality standards.

After this process of selecting, filtering and finally reaching a decision about what to do, it will be necessary to discuss how to deliver the products and services. At this point the departments enter the scene: the University Library has 5 departments:

-The Processing Department, for the acquisition and cataloguing of all sort of documents (printed or electronic)

-The ISD Department for all the public services

-The Scientific Information Department comprising academic and faculty librarians

-The ICT Department 

- The Support Department, a small department  including secretaries, finance, public relations.

The joint total of products and services of the university library is the result of cooperation between the ‘what’-people (the faculty librarians) and the ‘know-how’-people (the specialists in the diverse Departments)

Human resource management

What does this all mean as far as Human Resource Management is concerned?

Human resource management in a modern library should be an attempt to maximize two goals: on the one hand the well-being, satisfaction, motivation, social and physical health and all other personal aspects, on the other hand the benefits for the organisation, the maximal contribution of every individual working in an organisation for the realisation of the goals of that organisation.

In the past thirty yeas it is said that a change has been made from ‘controlling people in exchange for taking care of their financial needs’ to an approach that is inclined to focus on commitment from people by investment in their education.

Nowadays we talk about a different position for a university library within the university and within the broader society: the university library has changed from an organisation, deciding mainly on its own about their products, services, quality level, competencies of its personnel, spending of financial input into one that is almost totally user-driven, customer-dependent, with definitions of quality coming from outside instead of inside. External financing makes it necessary to be very aware of any costs involved.

The shift from almost 100 % printed documents to a situation in which large emphasis is placed on electronic documents has a big impact on people working in libraries nowadays.

Another change which is becoming very important in Maastricht, is the growing importance of internationalisation: with more and more students coming form abroad, every library employee has to become bilingual (Dutch and at least English should be written and spoken fluently).

Finally, the customer is not always standing in front of you: he may be a distant user and we can expect that in the long run a great part of the users will get in touch with the library by telephone or e-mail

In the light of these changes: what kind of employee is best suited for a university library? The modern library employee is:

- 
client- or customer-oriented

· aware of costs involved in the delivery of products and services

· equipped to negotiate and bargain with the important persons (pivot men) in organizations, the ones deciding where the money should go

· nevertheless: an expert in all library content matters, but at the same time aware  that it is not only sufficient to be a skilled librarian, but even more important: to get the user convinced that an excellent knowledge of library matters is important for the fulfillment of his information needs and wishes

Conclusion
The library at Universiteit Maastricht was shaped from the start by the university’s commitment to problem-based learning. In more recent years the library has focused its development on the principles of a customer driven organisation. This has implications for the financing, service levels and organisation of the library, and not in the least for its human resource policy.
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